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INTRODUCTION

The rapid expansion ot governmental functions during recent years
has resulted in an unprecedented nwaber ot

.

~b1ic

...,

employees.

The number

and variety ot governmental services which arose during the depression
years created a demand tor employees with a wide range ot knowledge,
attitudes, skills and techniques.
prepared to provide

per80ftS

Theeducatif,Jla1 institutions were not

with such a variety ot specialized training

in such a short period ot time.

Governmental agencies-federal, state and

local-were faced With the necessity ot providing training to public
emp10,.ees in order to pertorm the services demanded by the public. World

War II increased the demand tor highly qualitied workers. Training for
private and public employment was merged in an ettort to provide workers

tor the detense etfort. 1 Post-war trends in training for public service
indicate that the rapidly forming policies and practices will be ditteren'G,.
from those which prevailed during the pre-depression period or even those
which were accepted as standards during the depression years.

The quality

and cost of governmental services are directly proportional to the
efficiency of public personnel.
development

eft

efficiency.

Training is the dominant factor in the

The magnitude and importance of this problem

merit this attempt to determine post war policies and practices in governmental in-service training.
1 Director, Off'iceof Governmental Reports -Defense.EDployment
Training ~ !!plOJl!lSnt. 1941.
i

!!!!!

ii
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THE PROBLEM DEFINED

The determination of post-war trends in education and training for
all public service, constitutes a task far beyond the scope of this study.
The problem must be defined in such a

manner is

to provide an adequate

field for inTestigation, representative materials, anda scope suf'ficient

.

to establish the value of the policies and practices determined.

The

unemployment compensation program offers such a field for investigation
since it represents federal-state cooperation.

The training materials

developed through this program should represent the best efforts of the
federal and state governments in training since these materials are ot
recent origin. !he number and geographical location of the agencies
involved in the unemployment compensation program are sufficient to
establish the value of the policies and practices now in use.
Training for public service has progressed along three general lines;'"
pre-service, in-service, and extra-serTice. 1

Pre-service or pre-entry

training applies to the general training provided by educational institutiona and other sources prior to entry into public emplo3'lllent.

In-service

training includes orientation, basic job training, and advanced or conti
2
tinued training.
Extr~ervice training proTides cultural and specialized

....

knowledge which is not directly connected with job performance.
.t~dy

-

.

This

will deal exclusively with in-service training.

1 Leonard D. White, Introduction to the study ot Public Administration.
pp. 3,2-367..
- 2 Yi1liamE. Mosher and J.Donald K1ngsle.y, Public Personnel Administration
(1941) pp. 271-303.

iii
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THE UNEMPLOYMENT COKPEISATION PBOaRAM
Sub-ehapter "C" ot the Federal Unemployment Tax Act levies a three

per cent payroll tax on certain employers tor the purpose ot encouraging
states to establish a fund tor payment ot lfhftp10yment compensation
benetits • Otf-set eredit amount to two and seven tenths ot this tax mq
be granted to employers of any state prortdin1 (1) the state adopts an
unemployment compensation program which meets certain requirements, and
(2) the emplo;rers make contributions to the state unemployment trust fund
as prescribed.

Title III ot the Social Security Act provides grants to

states for unemployment

eo~sation

administration provided stipulated

requirements are tulfilled.
The responsibility for approving state programs, assuring that state
programs continue to meet requirements, and recommending the release (Jt
administrative grants and state tunds is vested in the Social Security
Administration.

This Administration, which is a part ot the Federal

Security Agency, is also responsible tor giving assistance and guidance
to state agencies in the organization, revision and administration ot
unemployment compensation programs.

In this capacity, it ser'Yes as a

II

source of specialized servi2s and a clearing house for ideas and informatio
~

The Administration has placed its unemployment compensation activities in
the Bureau ot 1!mployment Securit;y.

This Bureau releases recommendations

and guidance materials trom time to time concerning various phases of the
unemployment compensation program.

Services are rendered by the Bureau

--"--------------------------------------------.
iT
through its start units and its regional organization.
territorial agencies administer the program under the

.'

The state and
gener~l

supervision

ot the Bureau ot Employment Security.
PROCEDURE
The Bureau ot Employment SeCurity, through its regional ottices,
supervise torty-eight state agencies, tour te~torial agenCies, and an
agency in the District ot Columbia.

All ot these sources were contacted

tor information concerning 1r'aining policies; tJPElS ot training oftered;
content ot trmting programs; and methods, tools, techniques and materials
used in in-service training.

The Bareau, twenty-fiye states agencies,

and one territorial agency submitted the requested intormation.

The

reporting states are Alabama, Arkansas, California, Georgia, nlinois,
Kansas, Ilar;yland, )(assachusetts, Michigan, .Minnesota, Mississippi, Nebraska,
Nevada, New Hampshire, New Jersey, New Menco, New York, North Carolina,
Rhode Island, South 'Dakota, Tennessee, Washington, West Virginia, and
Wisconsin.

The Panama Canal Zone also submitted. materials.

The agencies

are representatiYe as to size, geographical. location, and economic and
SOCial aspects.
The recommendations of the Bureau of Employment Security will be
placed in the appendix.

~

The policies and practices of the agencies will

be analysed and organized into appropriate chapters. ! short sU1lllll8l"y' ot
each agency's program will be giyen in the tinal chapter.

RELATED LITERATURE
Most ot the available literature on in-service-training tor public
employees was published during the pre-war period.
state governmental agencies were contacted

ana the

The major tederal and
answers stated that

these agencies were in the process ot returning to a peace time basis and
neither funds nor materials were available tor needed research in training •

•

Ten of the twenty-six state and territorial unemployment compensation
agencies which submit ted materials requested copies of thiS study.

The

training materials submitted by the Civil Service COmmission, the executive
departments and agencies, and state departments contained numerous pamphlet
bulletins and reprints, but all were published prior to 19&0.

Since the

purpose ot this study is to determine post-war policies and practices in
in-service training, these uterials are of limited value.

It is not the

purpose ot this study to compare policies and practiCes ot the post-war
period with those of the pre-war era.
The books and special studies on in-service training are similarly
too old tor the purpose of

~his st~.

They provide a historical setting,

but the poliCies and practices are those of the pre-war era.

Most of

Ii

these publications have only a few pages in the chapters on personnel
functions devoted to in-service traming.

The following paragraphs

contain a digest of the materials pertinent to this study which were
published subsequent to 1940.

'

!Dp10lee Training ~
•

!!!! Public

BerTice published by the Civi~

Serri:8 Assembly of the United states and Canada in 1941, contains valuable
information on the importance of training in lI8.T1agement, methods of deter-

...

mining training needs, responsibility for COJ;lducting training, trdning
methods, contents of training programs, and the evaluation

ot training.

The materials submitted by the unemployment compensation agencies and the
recommendations of the Bureau of &Jployment

S~urity,

not only include the

basic policies and practices presented in the above book, but new materials
and new

adapt~tions

are reflected also.

Out ot the fifty-four publications

given in the bibliography of Employee Training.!!!

!!!!

Public Service, only

two were published subsequent to 19hO.
Public Personnel Administration, by Mosher and Kingsley revised in
1941, pages 2n-303, includes a short summary of the advances in training
subsequent to 1935; a discussion of pre-entry training facilities; methods,
procedure and contents of induction and on-the-job training as practiced
in federal.. state and local governmental departments and agencies; and

a general discussion on formal courses, training for promotion, and extraservice education.
service trail;ting.

Most ot these pages deal with pre-service and extraThe part on in-service training is too limited to

provide other than background material.
The _jor periodicals were examined for the years subsequent to 1940
to determine whether

aQy

special articles had been published concerning

in-service training for public employees.

-

The Social Service Review

included an editorial entitled "Public Assistance Personnel" in the

rti
June issue. 1

.'

This article concerns the loss of employees by the Public

Assistance Agencies during the war years and the cost of training due to
employee turn-over.

In the DeceJrber issue, 1942, Marietta stevenson had

.

an article entitled "New GoTernmental Serrto~..., for People in War Time". 2

This article emphasized the need for training of public employees needed
to prOTide new gOTernmental semces.

!!!!. .;.P. ;;,;er;.;;s;.;;o_nno;.;.;.e.;;;.l Journal,

published

by the Personnel Research Federation, containe'ft no articles concerning
training for public employees.

!!!! Public

Administration RevieW', the

Journal of the American Society for PUblic Administration, contained no
articles pertinent to this stuq,.

The Social Security Review contained

contained several articles concerning the curricula of schools of social
work.

These articles contain information on pre-entry traning only.

Neither the Social Securi!T Bulletin nor the Public welfare Journal
contained any information pertinent to this study. ' These periodicals
constitute the major publications in this field.

'Ii

.

The SOCial SerTice ReTieW', (Editorial) nPubli~ Assistance Personnel,"
June .1940.
~
2 lIar,ietta Stevenson, -New Governmental Services for People in Tlar 'l'ime",
Social Service Review, December 1942.

1
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CHAP'.t'BR I
TRAINING FOR PUBLIC SERVICE

.

The history of education and training for...., public service in the
United states falls into several well defined periods. 1

Prior to 1900,

training was almost entirely confined to the military, naval and educational
institutions.

Between 1900 and 1912, a grow1nt demand for reform in

p.blic service produced a widespread interest in the qualifications and
training of public personnel.

The period f'rom 1913 to 1929 was dominated

by World War I and the resulting boom period.

of public service was temporarily forgotten.

Interest in the improvement
During the depression years,

1930-1939, public services increased in importance.
persons entered public employment.

~

highly trained

The trends which were established during

the depression years were strengthened during the period subsequent to
1940.

World War II, unlike World War I, improved and extended the intere8~

in and demand for training and, since governmental agencies pervaded the
entire war effort, all training assumed the aspect of preparation for
public service.

A short summary of the trends in public service training

during these period will serve as a setting tor this study.

--

PRIOR TO 1900

The dO,ctrine of rotation in office became a tixed national policy duri18
1 Leonard D. White, Introduction

pp. 352-367.

~ ~

study

2!

Public Administration.

2
this period. 1 . Public service was characterized almost without elception
by the dominance of the "spoils system".

'!he various departments and

offices were strongly political, non-professional and trom time to time
were swept bare by the change of party

cont~l.

The principle of indi-

vidual independence and responsibility resulted in most governmental
services being performed by those persons who were unable or umrilling

to "pioneer-.

'!hus public service acquired

~

degrading position in the eyes of the public.

unwholesome and even
The military, naval and

educational institutions were the only public services which developed
training programB.
1900-1912
This period was characterized by the work of municipal reformers and
civil service advocates.

2

Persons trained in the ,profe•• lema began to

enter public service and an effective interest in the qualification and
training of public employees was created.

-

Under the resulting expansion

of federal, state and municipal civil service laws, permanent public
employees replaced the shifting groups of political henchmen.

Oradually

the rule of merit was applied to promotion as well as entrance.· Municipal
research in

mnr York

and the program of cooperation between the University

of Wisconsin and the Wisconsin State Government marked the initiation
of the first effective program for training for public serviee.
1

Glenn O. Stahl, Training Career Public Servants
York. 1936.
.
2 iorris B. Lambie, TrabinS For Public Service.

!2!:. ~

~ ~

!!!

,

.3

.'

1:213-1929

The movement tor better public service which deYeloped- during the
pl"eTiOUS period was temporarily- abandoned as a result ot World War I.
!he philosophy of individual independence aad""responaibUity held governaental superrision and direction to a minimam and, as the war was over,
the public turned to economic pursuits and disllayed little interest ill
the quality of public sen-ices.

Governmental ttmctionB were restricted

and liberalism and reform were lost in the rising tide of prosperity.

19.30-1939
The tragic and disastrous economc collapse during the early years

ot this period torced the American people to modify their previous philolOpby'

ot individual responsibility. For the first tiJae in its existence

the country was taced with the realization that the need tor governmental
lernces was not, per se, an admission of individual incompetency and
irresponsibility or the direct result of -Acts ot God"}. The traditional
aethods of administering public services became ineffectual.

State

ad local governmental units could not finance or provide the needed

eernceB •

Pr~vate

organizations and philanthropy, the traditional meana

ot prOviding most welfare serYices, completely broke down. The federal.
government was the onq source of lIlp.

Public interest in the quality

and quantity of governmental services became urgent and earnest.
1 Dorothy C. Culver, Trabin! ~ Public Service.

A new

.'

and tremendous tield ot public service sprang up almost over night.
Where there was once only the state poor laws and a tew federal projects,
a vast system ot Social Security ..... created.
educational institutions launched an

all-~

s8%7 organization,lI8thods, and personnel.

The governmental units and
etfort to prorlde the neees-

1

Large nlDllbers ot persons with specialiSJd training sought public

employment and standards of admission and pertol"JJl8nce ....e raised u a
/ result of this competition.

Nume:rous new tr-enda':ln education and training

tor public serviee appeared.

Educational institutions otfered training

and held conferences on education for public service.

Gcwernmental units
"

set up training agenoies and programs.
financi~

The tederal government provided

aid through the George-Dean Act by appropriating funds for

training in "public and other occupations"..
and practices 1taB established.

A large body ot precedent

Civil ServieeCommissions sought the aid ...

of educational. iut;1tutions in their search fOzt't:rained personnel.
Go'V'ernmental employment assumed a new

stat~. ::~e

large llWIlber of trained.

persons who entered into the low rated jobs dUring this period rorced

•

supervisors and administrators to seek additional training in order to
maintain autiority and leadership.

The rapid expansion of the quantit,y

and importance of public services made education and training a necessit,..
,

'

1 1Jilliam E. Mosher and J. Donald fingley, hblic Personnel Administration,
19h1. p. 271.

.'
The opening years of this period found a large nUlllber of highly trained
and highly skilled emploJ8ea in public servioe.

When World War II began,
....
education and training became "magic· words. The War lIanpower Colllllliaaion
used training as the principal means of utilizing available labor. 1
New standards, methods and techniques were deYlloped.

Training became

a distant entity with its own principles, precedents and practices.

PoBt-

war patterns of public service are just beginning to appear and training
seems to

be

etched in bold permanent lines.

SUMMARY

The milestones of training for public services are (1) the prOTisions
of federal .f'unds under the George-Deen Act of 1936; (2) the establishment
_ in 1937 of the Bureau of' Public Senice Training in the Hew York State
Educational Department; md (3) the executive order of June

24,

1938,

authorizing the Federal Civil SerYice Commission to establish practical
tra:1n1ng eouraee and to appoint personnel directors in department; and

(4) the work and leadership provided by" educational institutions in
creating staltdards

~d

designing courses ot training tor public service.

1 Director, Office of Government Reports - Defense JiSplolllent
ing tor !nployment. 1941.

~

Train-

,

CHAPTER II
TRAINING FOLICY
A.

INTRODlXl'l'ORY STA1'EMEIlT

This chapter contains an organized 8umm~tton of the practices
observed by reporting agencies concerning training policy.

Although some

agencies failed to distinguish polley as such, tach agency observed some
form of t.raining policy.
practices.

The materials contained a wide variety of

'lhese practices will be analyzed and organized under two

general headings: (1) clarification and delegation of responsibility for
the formation and maintenance of the training policy, and (2) general
provisions for the organization and operation of the training program.
The practices of specific agencies will be presented in Chapter VI.

B.

1.

TRAINING POLICY PRAC'l'ICFS

RESPONSIBILITY FOR TRAINING :mLICY

'l'he responsibility for the formation, deVelopment, and revision of
training policy is shared by" the chief administrator, board or commission;
training committees; operating supervisors; training directors; and the
It

training specialists which constitute the personnel of the training section.
~

or unit.

6

7

-

.'

CHIEF ADMINISTRATOR

Primary responsibility for proViding an over-all training program rest

with the chief

adm1ni strator.

His concern is not with the mechanics of

training, but with seeing to it that all super.tsors train their statfs
promptly and aceuratelT.

Training is one of the necessar.y operations for

attaining the organization's objective effectively and

•

economic~.

It

is the duty of the administrator to see that a training policy is formulated
and thorougbly understood by all personnel.
THE TRAINING COMMITTEE

The training eollllllittee, representing the administrator, advises with
the training section md gives assistance on the plans and conduct of all
phases of the agency's over-all training program.

The committee tollows

the progress of current trajning actiYities, promote's the idea of statf
training, and in other ways shows an active interest aDd support of the
training progrsm of the agency.

This committee is appointed by the chief

administrator.
OPERATING SUPERVISORS

The operating supervisors are responsible for actual tra1ning.

S'tatf

effective~.

It is

train1ng is the development of people to do their jobs

an integral. function ot management, and, accordingly is a major part of
the job of everr supervisor.

The supervisor's complete dependence on the

employees makes the job of getting others to do their best the most important part of s

ervision.

This is trainin in its broadest s

8

.'

DlOst successful. supervisor, whether un1 t head or division head, is the
one who is best at this kind of training.

To place the responsibility of

training anywhere else would transfer DlUch of the reaJ. job of management
to otiler hands.
SpecificaJ.ly, operating supervisors, with tbe adVice and assistance
of the training director and his staff, are re'T0nsible :Cor the development
of an adequate and comprebensive plan for training their star:cs; the exe-

cution o:C training plans; 1n:forming their personnel o:C my outside
opportunity for general peraoD&l. and technical training and encouraging
emplo78es to take advantage of such opportunities; the preparation o:C
content materials :Cor job training plans with the assistance 0:C the
training section; the arrangement of the work o:c their o:Cfices, sections
or units so that required time for statf training

JlB;Y

be available; con-

sult1ng with tne tra1.ning director concerning the plmnin, and eBcution of
training activities; and assisting the training director and his star:c
in planning and conducting general training programs for the agency as a
whole.

- ----- ----THE TRAINING DlREC'roR

'!he training director is responsible for coordinating all agency ..
trai ning.

Specifically, he is responsible for the development of an over-

all agency training program wit.h long range objectives; assisting in the
preparation of standardized tra1D1ng m_terius and prodedures for all
functions of the agenCTJ the analy"8is 0:C current training needs in relation

9

.'

to long range training plans; the selection of sui table training centers;

assisting in the selection and development of training specialists; providing follcnr-up procedures to assure that training will permeate to all

. ..,

operating levels on a continuing basis; the cQ<?rdination of all training
activities to minimize training time; the maintenance of suitabl.e training
controls and records; and assisting in the evaluation of the effectivaness
of all training.

-THE

TRAIHING SECTION OR WIT

--

The tra:in1ng staff, under the supervision of the training director,
1I'Orka with and through operating supervisors.

Its activities will supple-

ment--not repl.ace or supplant--the training done by operating supervisors.
As a part of the chief administrator. s staff, one of i,ts functions is to
1I'Ork with each operating supervisoi" in discharging the responsibility for
training emplo;yees under his immediate jurisdiction.
The training statf performs a service function and exercises no
authority over the operating functions of the agency.

It is responsible

for planning and asSisting in tne conduct of a balanced program of training
and for co-ordinating the training carried on in all offices and units of
It

the agenc:r.

It will keep til close toucb with all supervisors and integrate

over-all training program of tbe agenc:r.
Specil1oaJ.l¥, the traiDiDg staff, under the direction of the training
director and in cooperation with operating supervisors, is responsible for

-

10

conducting a periodic examination of training needs ald the effectiveness
of the tra1Ding program; preparing an over-all training plan which will
carry all agency training activities forward on a systematic and continuing
basis; consulting with operating supernsors.aa required in the development
of plans for training and the conduct of tra1ning; preparing training
materials; preparing training guides and outlines for new or changed

•

procedures; training operating superTisors in training methods and techniques; preparing, organizing and supervising a comprehensive training
program for the induction of new employees; cooperating 1rl. th operating
supervisors to determine tne form, content and method of preparing and
keeping records and reports; supervising or conducting, when requested,
special prograJ18 of training which cut across organiza.tional lines; and
scheduling all training activities in order to assure a baJ.anced over-all
agency progran.
2.

THE TBAINDJG PROGRAM-ITS PURroSE AND SCOPE

A written comprehensive statement of policy Which includes tne purpose
and scope of the agency's training program i8 permissive as well as directive.
It establishes in advance the authority necessary for the organization
of the training program and provides rules, regulations ald procedures t.or
the continued operation of the program.
PURroSE

Tra1ning 1s tile development of people to do

thei~

jobs effectively".

11

It is an 1.JIportant and indispensable tool of management to accomplish
resul ts through the efforts of other people.

Training goes on continuously"

wherever the relationship of supervisor and subordinate existS.

Frequently"

.

it may not be recognized as training, for it. mgy
.., occur in so subtle a form
as the lift of the supervisor's eyebrow.

If training is edirected, or

if too much dependence is placed on the ability of the subordinate to
absorb tne details of his job, misguided effor~ and work habits may easily
occur.

undirected training is usually" not only ineffective, but sometimes

actua1~

h.armful.

for growth.

EYer;y person brings to his job good ideas and a capacity

If he is gifted with foresight and ability for self analysis,

he will be able to attain m.any of his potentialities without help, and
therefore ilIlproTe as best he can, puzzling over, but not solVing or
suraounting many difficulties he encounters.

Constructive guidance and

assistance is necessary to help tne indiVidu:al employee solve the problelU
which arise in connection with his job.
In speaking of the training process or a training program, it simply
mem s tnat the agency is undertaking to make the existing supervisoq or
training processes systematic and to establisn official procedure for its
operation.
SPECIFIC OBJEC TIVES

Tne specific objectives of training are to initiate employees into
their new enVironment; to assure basic knowledge and satisfacto17 'WOrk
performance at all levels of operation; to maintain professional standards;

12
to proVide for flexibilit;r of staff; and to equip personnel for promotional

opportuni ties.

TYPES OF TRAINING TO BE MADE AVAILABLE

~-

---

Employees are to be given orientation training, basic job training,
advanced training for employees, and supervisors, and training for
promotion.
Orientation training is to be given to new employees in order to
provide an 1U1derstanding of the agency; what •

.t\mctions and objectives

are; 1I'llat programs exist to attain these objectives; bow the organization
is set up to carry out the program; where their jobs gear into the over-alJ.
organization; and the agencT's personnel pOlicies and practices.
B~ic

job training is to be provided for nell' employees and new4'

traaisferreci emplo;rees for instrtlction in the basic knowledge, skills and
teclmiques essential to effective job performance.
Advanced training is to be given to employees and supervisors.
Advanced training tor employees includes (1) continued training for efficiency in job Pirformance; (2) refresher training to renew forgotten knowledge and "rustY" skills; and (3) training in nell' programs and procedures.
Supervisors will receive training designed to continually improve training
methods and techniques, and to provide a permanent media for continuous
interchange of ideas.

-
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Training for promotion wUl be given to proTide adequate replacement
for vacancies due to sep aration and promotions.
GENERAL PROCEDURES

....

Althougn there are numerous variations, 'the general procedure for
tl1e formation, deveJ.opment and revision of the training policy include the
following steps:

(1) the operating supervisora. training director and the

training committee draw up a proposed training poliC1' and submit it to
the chief-adrnjnistrator for approval; (2) the operating supervisors and
the training director make the approved policy available to all personnel;
(3) operating supervisors, with the assistance of training staff, determine

the training needed to accomplish the purposes as set forth in the policy
and submit to the training director temporary and long range plans for
meeting these needs; (4) the training director coordinates and schedules
these plans, establishes training areas and oenters, instructs or supervise..,
the instruction of trainers--supervisory and otherwise--in the methods
and techniques to be used, and provides assistance in carrying out training
seSSions;

(5)

the training section prepares tne necessary materials and

proVides these materials as needed; (6) operating supervisors conduct the
training as plenned; (7) the training director and supervising operators
~

prepare methods for the evaluation of the training; (8) operating superVisors evaluate the training and submit reports to the training director;
and (9) this procedure is a continuing process in order to proTide necessary
reVisions.

I

-RULES

A.~

.'

REGULATIONS

Training is to be recognized as an ilIIportant and essential part of
operations, and the responsibility of administrators, managers and super-

.

.

visors.

All training taken bl' an employee iir to be. made a part of ilis

personnel record and is to be-given definite consideration relative to
permanent assignment or change of status.
are to be made

availab~e

for all employees.

Orientation training facilities

•

Each participant in management

and supervision is to be given special training in methods and techniques.
on-the-job needs are to be determined with an aim to developing employee
potentiaLities for larger responsibilities.

A follow-up plan for all forms

of training will determine its effectiveness and value.
are to be clarified and publicized.

TrainiDg courses

Lines of promotion

ma.r

be organized and

gi ven wholly or in part on the agenc-.r's time I when authorized.

All important

long range training courses are to be cleared through the central office
prior to installation.
to be maintained.

A comprenensi va system of records and reports are

-

SuperviSOry training is to include intensive training

on conference leading and tne methods and techniques necessary for effective
results.

All personnel having first line responsibility for training is

to be f1.Mctionally responsible to the training o.f'ficer.

Prior to the

(k

investigation of each new series of training courses, a letter signed by
the chief administrator is to be directed to all levels of superYision.
This letter should include an explanation of the training and its desired
objectives together with a suggestion that will stiJaulate wholehearted
participation.

CHAPTER III
ORIlN'lATION TRAINING
A.

INTRODUCTORY STA'IEMENT

;,..,

'!'be training policy, as organized in the preceding chapter, states
specifically that orinetation training is to be given to all employees.

All of the reporting agencies proVidecl some

"t1P1

of orientation training.

The nature and extent of tnis training yaried directly with the size of the
agency.

Small agencies provided orientation tllrougil in!'ormal. faceo-to-face

contact while large agencies proVided formal training.

The Yarious

practices as obsel"V'ed by reporting agencies will be organized under the
following headings: purpose, objectives, contents, Jl8thoda, materials and
prooedure.

Tne practices of specific agencies may be distinguished by

referring to Chapter VI.

In this chapter, materials will be eyaluated and

arranged in logical sequence so u to fom an organized summation of the
orientation training practices.

-

B." ORIENTATION TRAINING PRACTICES

PURPOSE
tk

Orientation training is designecl to give tne new employee an underr
standing of tbe agency, What is functions and objectives are, what programs
exist to attain these objectives, bow the organization is set up to carry
out the program, and wnere his job gears into the over-all organization.
It also proVid.es him witb an understanding of tne state or territorial Ilerit

-15-

"

16
system and the agencyt s personnel policies and practices.

.'

Finally, orien-

tation training provides a general understanding of tne policies and
provisions of federal. state and local emplollllent securit1' laws.

-

OBJECTIVES
The specific objectives to be gained through orientation training are
(1) to thoroughly familiarize new employees rttaa the historiJal background
of employment security prograasJ (2) to provide a general knowledge of tne

functions and organizational structure of the agency; (3) to shoW' how the
agency operates within the over-all emplollllent security program; (4) to
provide general knowledge of the basic employment securt ty laws; (5) to
acquaint tne employees with their rights, privileges End obligations; (6)
to introduce employees to their immediate supervisors and fellow employees;

(7) to explain to tne employee the activities of the section to which he
is assigned; an4 (8) to explain the general organization of the oftice

.-

to which he is assigned.

COI'l'Blf'l'l
'lhe contents of tnat part of the orientation program designed to
provide a genei-al background of the employment security prograa includes
the historical. background of unemployment, a history of unemployment
compensation, and a bisto17 of the employment services.
A general understanding of the basic employment secur! t1' laws is
proVided by a study of the Social Security Act, the SeI'Yiceaen t 8 Readjust.ent Act of 1944, and the state or territorial un

,

...

-----------------------------------------------------,
17
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'!'be final step in general orientation includes agency- organization,
agency purpose and functions, agency operational programs, and personnel
pollcies and practices.

-

JlE'1'HODS

'lbe methods of presenting orientation training are lectures, group
discussions, staff meetings, demonstrations, iDhpectiOD trips, visual
aids, and reading assignments.

Leotures and group discussions are especially adapted to orientation
training.

Appropriate groups are gi van an opportunity to meet important

administrative and SuperYi.8ory heads during the presentation of var1oU8
induction materials.

Lectures are carefully prepared and presented by

competent aI¥i skillful persons.

Leaders of discussion groups require

special training in order to guide the participants and to insure that
all trainees take an activ. part.

statt meetings are very eftective tor

orientation within a section, lmit or office.

'1\1ese aeetings are usually

held weekly and-are designed to keep the employees informed on current
operating problems, to protide additional background information, and to
encourage free" exchange of ideas among employees and supervisors.

Demon-

strations are useful in connection with inspection trips and visual 814
materials.

Inspection trips must be carefully planned in order to allow

the

observation by trainees without interrupting operations

JIlaxiJaUlll

of tne un1 ts 'Visited.

Demonstrations are scheduled during the inspection

trips in order to re-enforoe materials presented througn lectures and

-

18
discussions.

.'

Reading assignments from specially prepared materials give

employees an opportunity to secure additional information through individual
effort.

Visual aids such as charts, diagrams, maps, instructional movie

shorts and displays add interest and utilizes .the visual

.....
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well as auditory

senses.

Tlle materials reQ.uired for orientation training are determined by
the objectives to be attained, the contents of the training program, and
the metnods used.

The materials are training outlines and guides; selected

readings from the Social securit1' Act, the Serncemen t s Readjustment Act,
and the state or territoriallaw; employee workbooks; and employee handbooks.
Training outlines and guides are the basic materials used for orientation.

These outlines and guides contain units of content matter arranged

in sequence and prepared in detailed outline form.

Sample outlines and

guides are presented in Appendix 2 and no effort will be made to give
a complete deSCription here.

They are used for lectures, group discussions

and speoial demonstrations.
Selected readings trom the basic la.n are prepared in mit form and the
provisions and poliCies are e:xpressed in a simple manner.

Difficult legal

pnraaes orten obscure meaning and deter employees trom attempting to study
the laws directly.

These well organized and specially prepared readings

interpret the l.aw and encourage trainees to gradually become accustomed to
legal terms and expressions.

l'
EmPloyee workbooks are devices for assuring that employees talc" m
active part in the training.

They are usually constructed so as to provide

a general statement on tne training unit, references for additional informa.tion,

b~ank

sheets for lecture notes, and carefullY .elected questions to

be answered by the employee.

This is an individual. project which provides

a means of evaluating the effectiveness of the training.
are arranged in logical. sequence.

Training units

Upon completion, they serve as a valuable

source of information.
Employee handbooks constitute one of the most valuable sources of
materials on agency organization and personnel policy and practices.

The

employees are given special instructions concerning the contents and use
of the handbooks.
lined for emphasis.

Important personnel practices are explained and underThe employee Will need to refer to his handbook con-

stantly for instructions and information.

Appendix 2 contains a model

employee handbook as recommended by the Bureau of Employment SlIC'IIrjty.
PROCEDURE

The steps followed in the execution of general orientation trainingorientation training whiCh cuts across organizational lines or is common
to the agency as a .nole-are; (1) the personnel office notifies the

training director Wilen new employees enter the agency, giVing their classifications and places of assignment; (2) training groups are set up on the
basis of the information from the personnel office; (3) training stations
and centers are selected; (4) trainers and training materials are sent to

-

-
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the various centers;

(~)

training is conducted as planned; (6) trainers

evaluate the training by short, objective tests; (7) employees are sent
to their assignments for specific orientation; (8) records and reports are
prepared as prescribed.
The specific orientation process follows the following steps: (1)
employees are presented to the supervisors of the division or units where

•

assigned; (2) the diVision supervisors welcome the new comers and introduce them to their unit supervisors; (3) they are then presented to their
1m.ediate operating supervisors who introduce them to fellcnr employees,
explain the unit organization, point out the wash rooms, clothes racks,
water cooler and so forth, after which each employee is assigned working
space and given the necessary supplies .for basic job training.

CHAPTER IV
BASIC JOB TRAINING

A.

...

INTRODUCTORY STATEMllNT

The functions of an agency are discharged through job performance.
Training designed to provide the basic lmowledge, skills and teclmiques
essential for effective job performance consti\utes the core of all
training.

The primary purpose of orientation training is to proVide the

general background and setting for basic job training.

All reporting

>

agencies provided basic job training.

The materials submitted by individual

agencies will be analy'zed, evaluated, and arranged so as to form an
organized summation of all practices. concerning basic job training.
practices will be discussed under the following headings:

These

purpose,

objectives, contents, methods, and materials.
li.

-

BASIC JOB TRAINING PRACTICES

PURPOSE

Basic job training is designed to provide to a new employee or to an
employee transferred into a new job the basie lmowledge, skills and techIt

niques essential for him to do his job effectively.

The ability to function

efficiently cannot be developed by classroom or vestibule training alone.
The information thus obtained must be backed up by actual experienee in
applying it in practice.

Knowledge must be expressed in skills and

techniques and incorporated into ever,y
2l

d~

work practices.
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-OBJECTIVES

The general objectives of basic job training are (1) to introduce the
employee to his work assignment, using the best methods to insure the
formation of proper work habits; (2) to

acq~t

the employee with sources

of information such as manuals, handbooks, bulletins and other releases;
(3) to provide on-the-job training in the details of operating techniques;

•

(4) to provide intensive training in special techniques or skills required
for job performance; and (5) to maintain uniform understanding, on the part
of all staff members, of current agency policies and programs.
CONTENTS

The contents of the basic training programs are the application
process, benefit functions, business management, claims taking, interviewing, contribution functions, the Dictionar,y of Occupational Titles,
employer relations, file maintenance, general clerical, public relatiOns,
reports and

an~sis,

and reception.

The application process includes the principles and techniques of
interviewing, recording information on application forms, and office
routine invol"ed in taking applications.

Benefit functions includes

.,

the principles, methods and techniques involved in investigating claims,
recording investigations, determining eliiibility for benefits and the
procedure for paying benefits.

Business management covers the determination

of the equipment and supplies necessar.y for

operatio~s,

ing, and the distribution of equipment and supplies.

budgeting, account-

Claims taking
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involve8 the proce8s of 8ecuring required information from claimants and
recording the information on prescribed forms.

Interviewing involves the

tecnniques necessar,y to obtain required information through personnel
interviews.

.

Contributions functions includes the determination of covered
..,

employers, collecting reports on insured wages, and determining contribution rates and penalties.

Employer relations covers correct practices

in agency-employer contact, the agency's respotsibility to employers, and
the responsibility of employers to the agency.

File maintena.'1ce and gener

clerical involves correct filing procedures, the correct methods of typing
agency letters and forms, operation of filing and other office machines,
requisitions, switchboard operations, and inventor,r.

Public relations

includes the proper methods ot contacting other community organizations,
relations with other state and federal agencie8, and the resprmsibili ty
of employees and agency personnel for obtaining favorable publicity
through proper conduct.

Report8 and analysis involve preparation of

operating reports, interpretation of reports, and the use of report
materials for operating purposes.

Reception includes the act of receiving

the public, answering questions, recognizing problems, handling difficult
cases, and routing.
METHODS

The methods used in presenting basic job training are (1) the fourstep method based on duties and job analysis; (2) self-training aids and
supplementary reading materials; and (3) individual or group instruction
by operating supervisors.

.'

The four-step method involves (1) instruction as to what duties are
to be performed and how to perform them; (2) a demonstration of how to
perform the duties of operation; (3) performance by the trainee with the
assistance of the trainer; and (4) performanc.e by the trainee under the
supervision of the trainer.

Job duties are broken down into units and the

above process is applied to each unit mtil the entire job is cOTered and
the employee can perform with the normal

amo~

of supervision.

Self-training aids and reading materials are' used to giva the employee
the basic knowledge of his duties and to form a basis for actual. instructio
in performance.
Group training includes the use of visual aids to demonstrate an
operational process so as to give an over-all understanding of how various
activities are coordinated for continuous operation.
There are

m~

variationa and combinations of these methods designed

to adapt the presentation to the needs of the agency and the contents of
the training program.

.

The materials used in basic job training are outlines and guides"
operating manuals, employment security laws, work sheets and handbooks,
operating forms and reports, and tb.e special equipment and tools required
for the particular job.

....
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Training outlines and guides are used to insure that performance 1s
brOken down into logical skills and sequences, to aid the instructor in
presenting skills in order of their diff'iculty, and to aid in the f'0110lf•

md evaluation.
Operating manuals contain the priDciples, procedure and instructions

tor performing a particular f'unction or process. Such manuals as are con-

•

• truc ted for claimS taking, contributions functions, benefit functions and
~

public relation are the basic source of information and instruction.
These manuaJ.s are detailed so as to provide simple instructions for guidance
in all phases of' the particular process.

Work sheets and handbooks contain the break down of each job into
related steps, instructions, sequence of operations and additional information for aid in understanding a process as a whole and the place of a
particular job in the process.

Operating forms and reports serve as a

pide for processing agency forms.

A set of completed f'oms With special

in.tructions is provided f'or reference.

Skills and techniques in handling

cd operating tools and equipment are taught by the immediate operating

npervisor.

CHAPTER V

.'

ADVANCED TRAINING
A.

INTRODp'CTORY STATEMENT

Each agency must cont.inually revise its policies and procedures in
order to meet current needs.
solution 'of current. problems.
necessity.

Continued operation depends upon t.he immediat
'lhese condition: make advanced training a

The practices observed by reporting agencies concerning advance

training will be discussed under two general headings: (1) advanced
training for employees and (2) training for administrative and supervisory
personnel.
organized

These practices will be analyzed and arranged as to form an
8ummati~

of the purposes, objectives, contents, methods, and

materials used. in advanced training.
B.
1.

AGENCY PRACTICES

ADVANCED TRAINING FOR EMPLOYEES

PURPOSE
Advanced t.raining for employees is designed to assure methods for

" operating needs and to provide opportunities for technical
meeting current
~

and professional growth.

Employees must be continuously infonaed of new

policies, procedures, current operating problems, and new situations not
covered by other means.

More difficult parts of an employee's job often

call tor training more advanced than that received in basic job training.
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Such training must be provided in order to maintain an adequate level ot
performance, to develop highly technical and professional skills, and to
provide advanced knowledge.
OBJ:mJTIVES

The objectives to be reached throughadvanced training for employees

•

are: (1) to renew knowledge and skills which are not in regular use; (2)
to provide instructions concerning changes in policy and operations;
(3) to provide training in new programs and procedures;

(4) to provide

knowledge of a highly technical and professional nature; and (5) to
develop advanced skills.
CONTENTS
The contents ot advanced training for employees include selected
induction training units; selected basic training units; advanced training
units based on the contents of basic training; special programs; and new
policies and procedures.
The general background knowledge and skills provided through orientation and basic job training are required tor every day pertormance in
various degrees and at ditferent times.

To assure that the necessary

knowledge and skills are available when needed, refresher training must be
provided periodically.

This training for renewal ot "rusty" knowledge and

skill is a continuous process.

28
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It is not sufficient to provide employers with means of obtaining
knowledge and skill necessary for adequate performance.

If the agency

is to discharge its obligations more effectively and efficiently, addition
knowledge and skills must be made available ... '.Jmproved and advanced
techniques are necessary for the continued growth required to meet the
ever changing needs of the agency.

•

Changes in operations, personnel policies and standards of performance
must be

continu~

presented to all employees.

Changes in basic laws,

rules and regulations must be transmitted to all employees affected
immediately.

Special training sessions are constantly required in order

to meet such demands.
METHODS

The methods used in the presentation of advanced training for employee
are conferences, staff meetings, selected self-training materials, and onthe-job training.
Conferences are especially adapted for training of a highly technical
and professional nature.

Conferences are conducted in different ways in

accordance with the contents, type of employees, and materials.
papers

m~

Prep~ed

be presented giving opposing views followed by general discussion

Prepared papers may be presented on different phases of the same subject.

Finally, a conference leader may present the topic of discussion and provide
leadership and guidance for group discussion.

In all cases where conference
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are used, detailed preparation must be made in advance.

Notes should be

taken and made available in reports and bulletins.
Employee staff meetings are very effective for meeting current operat-

.....

ing problems, presenting changes in policies and operations, and introducing new policies and programs.

staff meetings are generally held weekly

and on agency time.

•

Self-training materials are useful in providing additional knowledge,
instructions and general information as a background for the four-step
presentation of job performance.

On-the-job training is designed to

translate knowledge and information into operating skills.
MATERIALS

The materials necessary for presenting advanced training for employees
are training guides and outlines, research materials, training units,
operating manuals, bulletins, employment security laws,

theDiction~

of

Occupational Titles, and other publications.
2.

SUPERVISORY TRAINING

PURPOSE

Good management and effective operations depend, to a great extent,
upon adequate supervision.

Therefore, a uniform interpretation of what

supervision is and the accepted methods of effective supervision merit
primary attention.

Supervisory training should be given not only as a
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means of instruction in the details of supervisory techniques, but also
as a permanent media for continuous inter-change of ideas.

OBJECTIVES
The general objectives of supervisory training are (1) to insure
that supervisors have a comprehensive understanding of agency purposes,

.

policies and programs; (2) to encourage supervisors in developing their
subordinate abilities and their capacity for advancement; (3) to train
supervisors in modern techniques of personnel management; (4) to develop
in the supervisor, skill in leadership and the ability to maintain good
employee relations; (5) to acquaint supervisors with modern techniques of
in-service training, including conference leading and job instruction;
(6)

to develop in supervisors the ability to evaluate the efficiency

of the trainee in terms of job performance standards.

CONTENTS
The contents of supervisory training are job analysis; personnel
administration and supervision; personnel practices; training methods and
techniques; employee relations; public relations; advanced training units
It

based on the contents of orientation, basic job training and advancedr
training for employees; and supervisory practices.

METHODS
The methods used in presenting supervisory training are conferences;
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individual and group instruction in methods of presenting supervisory
training at appropriate levels under the direction of the training director
formal courses; selected reading; and self-study material.

c.

EVALUATION OF TRAtN!NG

PURPOSE MTD RESPONSIBn.ITY

•

One of the most important phases of any training program is the follow
up of formal instruction through supervision of the trainee and evaluation
of results.

Training without follow-up, supervision and evaluation is

largely wasted.

Instruction is not completed until errors are corrected,

attitudes, and impressions adjusted and results measured.

Relating the

information and skills acquired to practical work situations is the
follow-through that pays dividends in terms of increased efficiency and
improved services.
The last but most important step in the training process is the
responsibility of operating supervisors, managers, and administrative
heads.

Employees have a right to look to their immediate supervisors for

guidance, assistance, and leadership.

Managers and supervisors may request

Ii

the assistance of the Training Director and his staff, but the direct

~

responsibility cannot be delegated.
METHOD
The real test of the training program is whether the worker applies

-
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.nat he has learned in his daily operations.
improvement in the quality of work.

This means a continuous

Frequent training audits must be

made in order to bring to light operating weaknesses and difficulties whieh
will need correction and will also serve as .f'Rasis for further additions
to the training program.
Training audits should reveal the results.of training received, indicate the need for additional training, point out the need for retraining,
and provide suggestions for changes in training methods, contents, and
materials.
The Training Director shouldprovide form letters to remind managers
and supervisors of the importance of training audits.

Training evaluation

report forms should also be provided to insure follow-up operations.

This

report should contain the type of training given, date of training, trainer,
purpose and objectives, and the progress made by the trainee in translating
the training into job skills.
It is not enough, however, that training be evaluated solely in
terms of results.
the results

~e

It is also important to evaluate the method by Which
obtained.

Adequate evaluation will reflect the value of
~

the results in relationship to the time and investment required to obtain
the results.

CHAPTER VI
SIGNIFICANT FEATURES OF AGENCY PROGRAMS
A.

INTRODUCTORY STATEMENT

.....

This chapter contains brief summaries of the agency training programs
as outlined in the materials submitted.

The purposes of this chapter are

(1) to identify the source of materials discus,ed in chapters II through
V; (2) to distinguish individual state practices; (3) to present the
location, classification, and number of training personnel in each agency;
and (4) to point out the significant features of each program.
B.

AGENCY PROGRAM:S

ALABAMA

Formalized training activities are centralized in the benefit section.
The over-all agency program is under the direction of a training specialist
Straight line authority exists between the office of the Chief Benefit
Supervisor and the Training Unit while functional line authority exists
between the Training Unit and all other units.
Operatin~

supervisors are responsible for conducting all training in

all divisions of the agency.
as training

spec~alists.

Unit supervisors of the central office serve

Rotation of employees between the central office

and local offices and conferences at the various levels are the principal
methods used.

The Training Section prepares all training materials.
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ARKANSAS
The Chief of the Procedures and Training Section is responsible for
coordinating agency training.

The Training Section of the central office
.~

consists of one Training Supervisor, one Training Technician, and two
Senior Stenographers.
The training of personnel in each local otfice is the direct responsibility and duty of the local office manager.

Staff training meetings are

held from three o'clock to five o'clock each Wednesday afternoon.

Short

daily sessions are held when necessary to present and discuss changes and
instructions.
Nine training specialists are available from the central office to
assist local office managers.

These specialists are functionally respon-

sible to the training supervisor.
The Training Unit prepares all operating manuals and other training
materials.

No reference is made concerning policy as such, but an employee

training record card is provided to record the training received by each
employee and minimum standards of training for each classification of
~

employees in the agency is established.

No distinction is made

types of training provided and no special methods are used.
handbook was mentioned.

betwe~

No employee

the
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CALIFORNIA

Training responsibility for the agency is placed in a Training Director
who is a staff officer directly responsible to the Chief Administrative
Officer.
Training units are located in all divisions large enough to warrant
a substantial amount of training.
operating supervisors.

•

The actual training is conducted by

A Training Advisory Committee is selected by the

Chief Administrative Officer to assist the Training Officer.
A statement of policy includes the duties and responsibilities of
all persons connected with training, objectives of training, types of training to be provided, methods to be used, and the procedure to be followed.
The types of training objectives, methods and materials are substantially
those as presented in chapters II through V.
THE PANAMA CANAL ZONE

The Panama Canal Zone has no unemployment compensation organization as
such. The personnel division of the civil section of the training bureau
is

responsible~for

administering the Servicemen's Readjustment Act of 1944.

There is no formal in-service training provided.

The training consists

of the immediate supervisor or one employee instructing others in specific
duties.
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GEORGIA
In-service training in the unemployment compensation division is a

.

function of the Methods and Training Division which is attached directly
..,

to the Chief Administrator's staff.
the head of the division.
Assistant are on his staff.

The Chief of Methods and Training is

A Senior Training Assistant and a Training
The Methods and TJainingDivision is respon-

sible for planning training programs, developing and adapting training
materials, and conducting training when requested by operating supervisors.
The Chief of :Methods and Training, under the administrative direction
of the Agency Director, is responsible for the direction of training.

He

supervises and coordinates the work of staff members involved in training
state and local office personnel.

He confers with operating supervisors

on matters of procedure and prepares procedural manuals, bulletins, and
training materials.
The Senior Training Assistant, under direction of the Chief of Methods
and Training, prepares training materials, methods, and procedure; plans
and carries out training courses and conferences; conducts training classes
and leads trafning discussions; develops and writes training materials and
other materials to be circulated within the agency to acquajnt employees
with the agency program.
In-service training is of two types: (1) Formalized training at the
state level of a group of employees conducted by the methods and training

,
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staff, or formalized training conducted in weekly two-hour staff training
sessions at the operating level by local office managers or section heads;
(2) On-the-job training at the operating level through close supervision
of the manager or immediate supervisor in funCtions being performed by
trainees.
Methods and techniques used are conferencls, cases and points,
demonstrations, questions and answers, visual aids, lectures, and illustrations.

Policy is not mentioned as such and no employee handbook was

reported.
ILLINOIS
There is no agency Training Officer for the Illinois Agency.

A

Training Unit is located in the Planning, Training and Evaluation Section.
Training sub-units are located in all major divisions of the agency.
The majority of the training is done in the Benefit Section.
The training staff consists of a central office unit of three technicians and fourteen area trainers, two for each of the seven areas. '
The duties of this staff are substantially those listed in Chapters III
through V.
office.

Claims deputies are given orientation training in the central

other personnel is trained by area trainers or office managers.

Training plans may originate in local offices, area offices or the
central office.

Coordination is obtained through area trainers.

is not mentioned as sucy.

Policy

Methods, objectives, procedure and materials
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are those expressed in the chapters previously mentioned.
no employee handbook.

The agency has

A handbook was published initially, but it has not

been revised and it is not issued to new employees.
KANSAS
Top responsibility for training rests with the Supervisor of Training,

.

Methods and Procedure who is, in turn, responsible to the Administrative
Assistant, a position directly responsible to the Executive Director.

One

Training Instructor is currently employed.
The Supervisor of Training, Methods and Procedure is responsible for
evaluation of training given, determination of training needs, development
or adaptation of training materials, timing of training, selection of metho
of presentation, maintaining training records, and in some instances,
conducting training sessions.
Orientation and induction training are standardized as to content and
given to all employees newly entering the service and whose ciBssification
is principal clerk or higher.

Advanced or continuing training is given

on the basis of need and reviewed by the Training Supervisor.

Materials

tk

are developed by the training unit in cooperation with operating

supe~isor

Closely supervised on-the-job training is given by operating supervisors.
Policy was not distinguished and no employee handbook was reported.

The

methods, contents, procedure and materials are substantially those reported
in chapter II through V.

•
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MARYLAND

A statement of training policy includes all items listed in chapter
II.

.

A Training Supervisor in the fersonnel Division is responsible for
..,

the training staff and training functions.

The types of training, methods,

contents, procedure and materials are those listed in chapters II through V.
MASSACHUSETTS
The responsibility for agency training rests in the Training Departmen
which is responsible to the Assistant Executive Director.

Thus, training

is a staff or service department and is responsible for assisting all other
departments of the agency.
The training program is planned jointly by the Chief Supervisor of
Training and Assistant Directors of the Agency.

The Training Supervisor

and his staff have the same duties as listed in the chapters on agency
practices.
Methods and techniques vary, depending upon the classification of
personnel involved, the nature of the subject, the amount of time allotted,
and the

number~of

trainees.

The types of training, methods, contents,

procedure and materials are substantially those discussed in chapters II
through V.

Policy is not distinguished as such and no employee handbook

was reported.

Personnel policies and practices are given through training

guides and staff meetings.
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MICHIGAN
Responsibility for agency training is placed in the Personnel and
Training Division.

Training is conducted by operating supervisors with

....

the cooperation of the Personnel and Training Division.

An

employee hand-

book is provided which includes personnel policies and practices, contents
of training programs, and procedure.
mentioned.
chapters.

Methods

~d

materials were not

The contents and procedure are those listed in the preceding
The types of training were not distinguished.

MINNESOTA
Responsibility for agency training is vested in a separate Training
Department directly responsible to the Assistant Director of the agency.
A complete and detailed training program was reported which included all
of the policies and practices discussed in chapters II through V.

In

addition, minimum standards and courses are established for each c1assification and these standards must be reached within a prescribed time in order
to retain employment.

A complete system of records are kept and methods

of evaluating training are provided.
provided through training outlines.

Personnel policies and practices are
The method of determining training
~

cost and budgeting cost items was also submitted.

This agency submitted

the best organized and most complete materials received.
recommended for further study.

This program is

,

MISSISSIPPI
The responsibilit7 for coordinating agency training is vested in
the Chief of the Training and Procedures Department.

The Training Super-

visor is head of this department and is dir.eCi5l7 responsible to the
Executive Director.

Training personnel consists of the supervisor; one

assistant whose primary duty- is to assist in training activities; one

•

assistant 'Whose prima.ry duty is to assist in developing procedures, writing
manuals, etc; and one stenographer.

The department is responsible for

organizing and giving leadership to training activities for both supervisory and

non-superviso~

employees, imparting basic background informatio

and preparing employees for 'neW' assignments through the media of classes,
conferences, lectures, reading assignments, etc.
The Training Supervisor, being responsible for the coordination of
all training in the agency ,develops training plans in cooperation with
line supervisors.

,....

Such plans indicate the training objectives and the

projects to be completed within a designated period.

These projects are

developed through consultation with all line supervisors and, to a large
extent, are based upon training needs as revealed by periodic surveys
and analysis 'by the line supervisors.. The Training Supervisor is a member
of the senior staff and participates in conferences called to determine
policies and procedures.
In order to obtain the objectives of training, various methods and
techniques are employed.

Training tools such as operating manuals,
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training outlines and guides, visual aids, demonstrations, and tr4ining
units based upon the principles of J.I.T. are the means used.
The training plan for the period from July 1, to December 31, 1947
include primary and continuing projects

fo~~ntral

office supervisors

and departmental heads, area supervisors, local office managers, and nonsupervisory personnel.

The contents of these projects are those listed

.

in the various types of training discussed in chapters II through V.
Operating supervisors are responsible for using the training they receive
in instructing their immediate employees.
in each plan and project.
ically.

A statement of policy is include

Records are kept and reports are made period-

No mention was made of an employee handbook.

NEBRASKA

-

The Training Coordinator, located in the Technical Services Division,
is directly responsible to the chief of Technical Services.

The position

of Training Coordinator is a staff position and is performed by a placement
specialist.
Training needs are determined by line supervisors and from analysis
of training 1\eeds by the training coordinator.

Training schedules are
~

prepared at the beginning of each month stating what personnel shall be
included in the various training courses for that month, the location
of training, the length of training, and the trainers.

No formal

training units are currently provided for central office personnel.

All

central office personnel are trained on the job or through exchange With

local office personnel or through job rotation.
The methods, contents, types of training and materials are those
listed in previous chapters.

Policy was not distinguished as such and

no mention was made of an employee handbooit• ...,

NEVADA

•

This agency is a comparatively small organization and as a result does
not have either a Training Officer nor a formalized training program.
Responsibility for training is assigned to the immediate operating supervisors who are in turn responsible to top supervisors.
NEW HAMPSHIRE

This agency is a small organization and most of the training is done
individually on the job.

When time pennits, classes are conducted for

a period of two or three weeks to acquaint personnel with the purposes
of the organization; to bring them up to date on arry changes regarding
policies relating to benefit payments and contributions; and to keep them
acquainted with new methods and techniques.
NEW MEXICO

The respons:ibility for training all employees, unemployment compensation and employment services, is discharged by employment service personnel.

Training materials are being revised and nll be submitted later.

The Information and Training Section is directly responsible to the

Executive Director.
This is one of the few agencies where unemployment compensation
duties are performed by the employment service personnel.

These two

functions are generally separate and indep$JlQent.
NEW YORK

•

The Director of Training is under the supervision of the Director
of Personnel and is a member of the staff of the Personnel and Training
Office.

His duties are essentially those discussed in the chapter on

polia,y, with the exception that each operating Bureau is directly responsible for trnning its personnel independently.
This agena,y, with the possible exception of California, has the most
complete statement of policy.

The lack of centralized planning undoubtedly

-

makes a detailed policy statement necessary.
In February, 1947, a survey committee was appointed to make a study

of the training in the various Bureaus.
March 31, 1947.

The committee made its report on

This committee recommended that the Training Director

should concentrate his efforts to training the personnel of those bureaus
It

responsible for staff and service fUnctions and each operating

burea~

should develop its own training programs and establish its own specialized
training facilities in accordance with its own needs.

Programs initiated

in the staff and service bureaus should be used to evaluate methods,
procedure, and methods and the operating bureaus should be free to utilize
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a:ny parts of suoh programs as will be useful for their purposes. .'

The training programs of the various bureaus inoluded all of the
methods, contents, prooedures, and materials disoussed in the preoeding
ohapters.
NORTH CAROLINA

.

The responsibility for ooordinating training is plaoed in the Offioe
o~

Training with a Training Supervisor as its head.

The Training Super-

visor is direotly responsible to the Direotor of Unemployment Compensation.
The training staff oonsists of four Training Teohnioians and an offioe
seoretary.

The state is divided into four areas and a Training Teohnioian

is assigned to each area.

Eaoh area serves as a distinot training entity.

Coordination is maintained through the offioe of training.
The oontents, procedure, methods, types of training, and materials
are essentially those disoussed in ohapters II through V.

Polioy was not

designated as suoh and no employee handbook was mentioned.
RHODE ISLAND
The lresI10nsibility of ooordinating agenoy training is assigned to a

.

'

Training Direotor who is on the staff of the Personnel Division.

The

materials submitted only oovered the duties of the Training Direotor and
his staff.

ihe duties were those listed in ohapter II.

Additional

information was requested, but no reply has been made to date.

_

SOUTH DAKOTA
Training of personnel is under the supervision of the Chief of Staff
Training, whose job is comparable to that of the heads of all other departments.

The line of authority runs from thEi'a.mmissioner through the

Director of Unemployment Compensation to the Chief of Staff Training.
Due to budgetory limitatiOns, it has been necessary to combine the work

'"

of the Chief of staff Training with Appeals Referee.

~e

work of appeals

has been extremely heavy and very little time has been devoted to training.
No organized training has been given in recent months and no current
training materials are available at present.

"
The responsibility for coordinating agency training is assigned to
the Personnel and Training Section which is directly responsible to the
Commissioner of Employment Security.
a Training Supervisor.

The training program is headed by

The state is divided into four districts and

a training assistant from the training staff is assigned to each district.
office.

"
The statement
of training policy is clear and comprehensive.
includes all the items discussed in the chapter on policy_

It

The methods,

contents, types of training, procedure, and materials are those presented
in chapters IT through V_ This agency, with the possible exception of
Minnesota, presented the best plan for follow-up and evaluation.

The

,

.'
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plan provides instructions for making training audits, keeping records,
and making reports.
WASHINGTON
The agency training functions are being reorganized and training for
unemployment compensation and employment service is being consolidated into
one department under a single training officeJ responsible to the Chief of

Starf.
An excellent statement on policy was submitted Eich includes the

provisions discussed in chapter II.

An outline of the training plan for

the periof from July through December, 1947, was also submitted.

This

plan includes the procedure for initiating training projects, the projects
to be conducted, time allotment, methods to be used, contents and materials,
and several a[ected training units.
! copy of the Tenth Annual Report

-

(1946) of the office of unemployment

compensation and placement was included in the materials made available
for this study.

1946. The

This report contains a summary of all activities during

SUlIIIrla.rY' on training is of such importance as to warrant its

reproduction~in the appendix.

The methods, types of training, procedure, contents and materials are
those discussed in the preceding chapters.
WEST VmGINIA
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The supervisor of Training is an independent starf position airectly
Due to the recent budget cut,

responsible to the Chief Administrator.

the training statf at the state level consists of only the Supervisor '
and a Principal Clerk.

Training functions f?r unemployment compensation

and employment service are combined.
A statf training projects chart is released every' six months and

•

field operating supervisions are required to keep a monthly check to see
that their offices are maintaining proper progress in meeting training
goals.

The duties of the Training Supervisor. and Operating Supervisors

are the same as listed in Chapter II.

The contents, types of training,

methods and materials, are those presented in chapters III through V.

An employee orientation handbook is provided for all new employees.
This handbook is constructed in workbook form and includes a statement of
policy, training units, space for taking notes, selected reading assignm
with questions to be answered, and personnel policies and practices.
WISCONSIN
This agency does not have a separately organized training unit, nor
does it have'*a training staff as such.

It is a small intimate organization

with about 330 employees at present-and training by the working unit
supervisors has been highly effective.
clerks, typists and stenographers.

The vast majority of employees are

Supervisory pOSitions are generally-

filled by advancement within the Service.
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.

Each new employee is given

approxi.mate~

~

an hour of orientation

instructions by the personnel officers at the time of induction.
covers such matters as:

This

(1) the general tield of work, (2) the organiza-

tional set-up of the department, (3) his rights, duties, and status under

.....

the state-wide civil service, and

(4)

special regulations ot the department

and projects sponsored by the department in which he may participate.
The employee is then reterred to a division

~ervisor

for further instruc-

tions, and in turn to the unit supervisor for instruction in specific
duties and procedures.

Accountants and Analysts are given about two weeks

ot class-room. training tollowed by in-office 'WOrk.

Thereafter, they are

assigned to field work.

-

APPENDIX 1
Sm.wARY OF TRAINING ACTIVITIES
OFFICE OF UNEMPIDnmNT COMPENSATION AND PLACEMENT
STATE OF WASHINGl'ON

1946

•

Personnel turnover and the continuing difficulty of recruitment made
the training of an adequate personnel staff a continuing problem during

1946.

The practice started in 1945 of recruitment and training groups

of individuals willing to work on a part time basis during emergencyperiods was contjnued.

A large number of veterans were included in this

program and as a result many have subsequently received permanent appointments.
All new employees in the central office, and Whenever practicable,

-

local office personnel, were given regular orientation and induction
training.

This included an explanation of personnel policies and rules

and an explanation of the unemployment insurance program, the Act, and the
organizational structure of the agency.
Several special projects were also undertaken during the y-ear. ..
series of sound movies dealing with stenographic proficiency were obtained
and presented to all employees in stenographic classifications.

Several

stenographers were given training on the use and operation of the varityper.

Training bulletins, manuals, and guides were prepared to meet

,

.'

specific needs and to keep the staff informed on current developments in
the field of unemployment insurance.

With the assistance of materials

prepared by the Bureau of Employment Security particular attention was

....

given to the retraining of interstate claimB";"'takers in the local. offices •
By special assignment the Training Section prepared a series of news

•

releases on both the State Unemployment Compensation program and Veterans'
•

fl.eadjustment Allowance program.

In addition the Training Section continued

to collaborate with the Industrial Relations Section in the practice of
conducting informational. meetings for various labor groups throughout the
State.

Changes in personnel made it necessary for the Unemployment Com-

pensation training officer to assume certain supervisory responsibilities
over several local. offices for an extended period during the year.
Through the cooperation of the Social Security Administration a
training specialist spent six weeks in the agency.

The purpose of his

-

visit was to cooperate with this agency in developing an over-all training
plan which would be adaptable to allY' state unemployment compensation agency.
During his visit there was inaugurated a training program to supervisors
to direct activities of subordinates more effectively.

This program was

"
based on an employee
questionnaire designed to give supervisors information
on the actual effectiveness of their methods of dealing with their

*"

personnel~

Using this information the supervisors in a series of staff meetings discussed their shortcomings and decided on specific actions to be taken to
improve.

Experience has demonstrated the usefulness of this method for

getting supervisors actually to deal with their people in ways that

,

assure increased cooperation and accomplishment.

.'

,2

During the last six weeks of the year the two training officers, one
for Employment Service and one for Unemployment Compensation, did preliminary
groundwork and planning for coordinating all j;r..fining activities and programs
for the combined staffs for the coming year.

•

APPENDn 2

RECOMMENDATIONS OF THE BUREAU OF WPLODlENT SECURITY
CONCERNING TRAINING
SECTION I.

Training Policy
(a) Definition of Training

SECTION II.

(b)

Purpose

(c)

Responsibility

(d)

Bureau Participation

(e)

Delegation of Responsibility

(f)

Types of Training

.

The Induction Training Program
(a ) Definition
(b) Purpose
(c) Content

SECTION III.

Suggested Program and Methods for Individual Job Instruction
(a) Bases and Advantages of such a Program
(b)

Responsibility

(c) Orientation
(d)

Functional .Description of Section

(e)

Preparation for Teaching

(f)

Teaching the Job

(g)

Supervising the New Employee
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SECTION IV.

Suggested Program and Methods for Training in
Background
(a)

Gener~'

Recommendations

(b) Explanation of Recommendations
(c)

Responsibility

(d)

Suggested Schedules and Outlines

(e)

Sample Schedule of Group Training

(f)

Sample Outline of Lect~es

(g) Outline of Leading a
(h)

SECTION V.

SECTION VI.

D~scussion

Problem Situations in Discussion Groups

Suggested Program and Methods for Training in Personnel
Policies and Practices
(a)

Purposes of an Employee Handbook

(b)

Contents of Bnployee Handbook

(c)

Suggested Outline for an Employee Handbook

Suggested Program and Methods for Training for Efficiency
and Promotion
(a)

Job Rotation

(b)

Advantages of Job Rotation

(c)

Thoroughness

Cd)

Selection of Personnel

(e)

Preparation

(f)

Teaching the Job

(g)

Continued Supervision During Job Rotation

(h)

Necessary Records
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RECOMMENDATIONS OF THE BUBElU OF EMPLOIMENT SECURITY

4'

CONCERNING TRAINING
SECTION 1.

TRAINING POLICY

DEFINITION:

Training i8 the process of aSSisting employees in order to enable them

,.

to increase their effectiveness in the least possible time.

Since it is not

possible to appoint persons who possess all the skills and knowledge needed
to accomplish the

~k

of an agency, effective administration requires that

the agency take steps to assure that employees gain effectiveness in their
present or future

~k

through the development of appropriate habits of

thought and action, skills, knOldedge, and attitudes.
PURPOSE:

The purposes of training are:

(1) to enable new; employees to reach or

exceed reasonable standards of performance in a minimum time; (2) to assure ,..
that experienced employees keep up with changes in law, policies, and procedur.
with improved methods, and with advances in their professional or technical

fields; (3) to be sure that replacements are ready to take the place of employ- '
ees who are promoted

or

leave the agency; and (4) to give all employees an

understanding of the aims and the social usefulness of the agency, of

t~

functions of its various parts, and of the relationship of their work to the
work of others.
RESPONSIBILITY:

From the top should come the policy that the agency is committed to
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training all EmplOyees to do their work efficiently, and to helping4<fnaployees
become qualified for promotion; and that this training is an important part
of the job of every person who supervises the work of others.

It should be

....

clearly understood that supervisors are directly responsible for training
their employees, and that the primary function of the training staff is to
heJp by providing expert knowledge, material, training techniques, and methods.
BUREAU PARTICIPATION:
The

~eau,

through its regional .representatives will consult with state

agencies concerning their training problems and provide technical service on
r:equest.

In order to avoid unnecessary duplication of effort, the Bureau

will from time to time, and with the assistance of qualified agency personnel,
prepare training materials which may serve as guides for state agencies in
preparing their om materials.

In addition, the Bureau will serve as a clear-

ing house for exchanging training information on training materials and methods
that have been successfully used by the various agencies.
will be duplicated and made available to all agencies.

This information

"""

A training biblio,

graphy Will be kept up to date and made available.
held at regional meetings upon request.

Training sessions will be

To the extent that personnel is

available, special training methods programs will be introduced to state
agency top-line supervisions.
"DELEGATION OF RESPONSIBILITY:

Situations may exist where training needed by employees is on common
ground but across organizational lines.

In these instances, supervisors

may delegate work to another person, usually a training specialist, while
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retaining final responsibility.

Occ'asions may arise when tlf'O or more.. super-

visors are unnecessarily duplicating one another's training efforts because
personnel in several units have need for identical training.

In such

instances, the responsibility is usually delegated to a training director.
He is responsible tor coordinating and organiztn~ such programs in accorElance
with the needs, suggestions, and recommendations of the line supervisors.

TYPES OF TRAINING:
.;;.....;.-----=
.....The general types of training are:

(1) induction training, (2)

'braining for improvemEllt and efficiency in job performance, and (3) training
for promotion.

/

. SECTION II.

INDUCTION TRAINING PROGRAM

.'
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DEFINITION OF INDUCTION TRAINING:

Induction training consists of all instruction and guidance, formal or
informal, which is given to new employees to fit them to perform their new
jobs.

The period of induction training

shoul~ te more than a brief, formal

introduction to the employing agency; all efforts to give new employees skill
and understanding in performing their jobs
parts of induotion training.

sho~

be considered integral

Only- when the employee can perform his job with

a minimum of supervision is the induction period

final~

over.

PURPOSE OF INDUCTION TRAINING:

New personnel in State employment security agencies are selected on the
basis of definite requirements as to general education and special skills;
however, much of the background and technique needed for their new jobs can
be learned only inside the agency and must be acquired after their entrance
on duty.

It has been found that the most effective way to introduce new

employees on their work in to provide a definite period and program for
induction training.
A.

An induction training program should enable new employees to reach
reasonable standards of performance as quickly and as economically as
possible.

B.

An induction training program should give the new employee:
(l)

An understanding of the specific job to be performed

(2)

A view of the broad purposes of the unemployment compensation
program in order that he may see his own work in terms of the
total

ob
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(3)

An' understanding of the historical background of the.agencY'

and its relation to other governmental units and services.
(4)

Familiarity with the legal basis and administrative structure
of the agency.

(5)

9'" and staff rela;f;ionships.
A picture of the agency functions

(6)

Knowledge of the methods and resources provided for staff
development.

(1)

Understanding of the purpose and meaning to the individual ot
agency personnel policies.

CONTENT OF INDUCTION TRAINING PROGRAM:

The induction training program outlined in the following sections is
designed to aid State agencies in developing and presenting a program adapted
to their own laws, procedures and organization.

It does not prescribe what

should be taught to new personnel; suggestions as to content of the training
program should be looked upon as illustrative.

The following sections

cover (1) individual job instruction; (2) general background training; and
(3)

employee handbook.
Although as a general rule it is recommended that individual job

instruc~

ion be given before the general background training, it may be advisable to

•

reverse this order in training large groups of workers hired on an emer.gency ,
basis to handle the post-war load.

The necessity for current handling of the

peak load will make it impracticable to return employees to a central point
for training once they are placed in the local office or on a production job.
The program outlined in this Guide material is suggested for agencY' use during
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normal times.

Modifications will be necessary to fit the program t. the

needs of the various State agencies.
A.

INDIVIDUAL JOB INSTRUCTION:

.

Instruction in the operations of individual
.., positions which new employees
are to fill.

This instruction should be given immediately after an employee's

entrance on duty.

It is desirable for L"lllflediate supervisors to give new

employees a b~ief description of the over-all rtunctions of the agency,
personnel and office practices, and of the job they are to fill and its
relationships to other jobs in the unit or section.

The new employee should

then be instructed in the technique of the job and be permitted to begin
work under close supervision.
B.

GENERAL BACKGROUND GROUP TRAINING:
Explanation of the social insurance programs, particularly the unemploy-

ment compensation program.

General background group training should be

given from 2 weeks to a month after the employee's entrance on duty, or as
soon thereafter as a sufficient number of new personnel are available to
justify training in a group.

Thorough. grounding in the unemployment compen-

sation program and other social insurance programs and familiarity 'With the
functiona and &rganization of the State employment security agency directly
affect the quality of the employee's performance.
(1)

Some State agencies have found that while personnel may perform
passably when given only individual job instruction, their over-all
performance, improves when they understand and appreciate the importance of the program and the relation of their jobs to the execution
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of the ·program.
(2)

Understanding of the program leads to better employees morals.

An employee may feel his work is routine and purposeless unless its

....

relationship to the program as a whole has been made clear to him•
The employee's adaptability to different kinds of work may be
increased if he has a sound foundation of knowledge of the program.

(3)

Final~,

it is essential that personnzl who come into frequent

contact with the public, such as claims takers and claims exs.miners,
field auditors, and appeals referees, understand the program so that
they may be able to explain it
C.

PERSONNEL POLICIES AND PRACTICES:

(See recommendation on handbooks.)

clear~

and in favorable light.
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SECTION III.

SUGGESTED PROGRAM AND METHODS !Q!

INDIVIDUAL JOB INSTRUCTION
SUGGESTED PROGRAM:

Many state agancies have found that the .,'C; effective way of giving job
instruction to new employees consists of two steps:

(1)

instruction

b.r the

immediate supervisor in the techniques of the job. immediately after entrance
on duty; and (2)

•

closely-supervised work experience immediately after instruc-

tion in the rudiments of the job.
A program based on these steps has several advantages:
A.

The recruit becomes acquainted with his supervisor and his co-workers.

The relationship of the recruit to his surroundings is a most important morale
factor on a new job; the sooner any feeling of strangeness is dispelled, the
sooner the recruit can settle dOlm. to learning how to do his work.
B.

The recruit who begins to do productive work soon after entering on duty

teels more useful and develops good work habits more easily than one who does
no work until he has had general background training.
C.

Employees are not always recruited in large enough groups to make it worth
Ii

while to give training in general background at the time they are hired;... to
give such training many times to small groups is wasteful.

When new personnel

enter on duty individually or in very small groups, they should start work
on their own jobs and wait until a larger group is available for background
training.
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D.

If formal group training in general background is delayed, rec1"11its have a

chance to read. reference materials before discussing them in the group.
E.

Parts of group training, such as description of the functions of other

.

sections of the agency, may be more meaningf'ql.·..,to the recruit after he has
some understanding of his own work.
RESPONSIBILITY FOR JOB INSTRUCTION:

First-line supervisors should retain the major responsibility for
instructing new employees in the operations of the position.

First-line

supervisors' know the work and come in frequent contact with employees, so that;
they are in a good position to teach.

Moreover, since the first-line super-

visor will eventually be responsible for the work of the trained employee,
he should have the chance to instruct the recruit in performing the job the
way he expects it to be done.
First-line supervisors may sometimes wish to delegate to the person
actually perfOrming the work the job of teaching a given operation to a new
employee.

In such cases, the employee who will teach the job

suitable guidance in methods of presenting the job.

should be given

(See sections below.)

The responsibility of following up this instruction and checking its effectiveness remains with the supervisor.

ORIENTATION IN THE OFFICE:
A.

Introduce the new employee to other menbers of the unit, particularly to

those working in the same room or adjacent to his working place, and to those
from whom he gets work or to whom he gives his finished work.
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B.

Explain the layout of the office, location of files, supplies, ftc.;

give him a desk or working place; and point out location of rest rooms,
cafeteria, emergency room, etc.

If the agency has an employee counselling

service, the employee should be so informed and directed to the proper person.
C.

EJq>lain such office practices as opening and closing hours; lunch or

rest peiod;

econo~

in the use of lights, fans, and supplies; use of telephone

for official purposes only; etc.
D.

.

Give the employee a copy of the handbook and explain briefly what it

covers--the rights and responsibilities of an agency employee.

Demonstrate

its use, going over the contents with the employee and showing him how to use
the index.

At this time it would be well to remind the enployee that he

should feel perfectly free to ask his supervisor any questions about the work
or his adjustment to it.

FUNCTIONAL DESCRIPTION OF THE SECTION:
Before instructing the employee in the operations of his pOSition, the
supervisor should present a functional description of the section in which he
is to work.

This description should be prepared in advance to insure that all

points are covEtred.

In preparing functional descriptions, it may be useful

to make brief notes; these notes are the basis for oral description of the
section to the recruits.

I t so desired~ copies ~ be distributed to the

recruits at the time of the description for them to retain as a permanent ree
An adequate functional description of any operating section of the agency

should include an'swers to the folloWing questions:

.'

6,

(1)

What is the purpose of the section?

(2)

Is the section divided into units carrying out different functions?

(3)

What is the relation of the section to other parts of the organization?

.....

(4) Who supervises the section? What control exists over the work of the
section?
(,)

How many people are in the section?

(6)

What operations are involved in the work?

(7)

What special material and machines are used, such as wage reports,
punch cards, addressograph machines, etc.?

In addition to answering these general descriptive questions, it may be desira-

ble to select examples of the work performed for use as illustration.

PREPARATION FOR TEACHING THE OPERATION OF A POSITION:

,..
In order to teach any operation of a position effectively', the supervisor

must have its parts clearly in mind.

If he omits parts of the operation or

teaches them in the wrong order, the' employee is

like~

to establish incorrect

work habits or forget some parts entirely.
The best way for the supervisor to refresh his memory of the steps of
It

any operation is to prepare a deta1led written breakdown for each operat.ion

he will teach.

Essentially an orderly' listing of activities, the operation

breakdown serves several purposes.

The supervisor may find, when he tries to

set down the content, that he is not aware of all the work actually done; or
he may know the operation so well that in explaining it he will overlook
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crucial points which may create problems for the learner unless

the~'are

especially carefully explained.
Breaking an operation down is not difficult, but unless it is carefully
done, it is valueless.
(1)

We recommend using thf -"ollowing procedure:

List all the important steps in the operation in the proper sequence,
(A "step" is an action which advances the

~eration).

It is best to go

through the actual operation to see how it breaks down into steps.
(2)

Opposite each step, list any "key pOints" which are important in carrying
out the step properly.

A "key point" may be some information or "knack"

which makes the job easier to do, or may even mean success or failure
in performing the operation.

(A "step" describes

~ is

done while a

"key point" describes how to £2...the step.)
(3)

Check the breakdown to see that all important steps and ke,r points are
listed as accurately and clearly as possible.
Retain the breakdowns and use them for teaching.

It may sometimes be

useful to give the employee a copy of the breakdown when he begins to work.
The breakdowns should be revised when 'WOrk methods are changed so that they
are always available in current form.
It

TEACHING THE JOB:

A.

Preparation
(1)

Develop the employee's interest.

~in

the purpose of the

operation, its importance to the job as a whole, and its effect on the
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work of other members of the unit or other parts of the agencY""

Find

out whether he has done any similar work and point out the relationships.
(2)

Prepare for demonstration.

The emp:r..yee should stand where he

oan see the work olearly and, if possible, in the same relation to
work, forms, and machines that he will be in when he is actually
working.

•

All necessary- supplies should be at hand and the 1I8rking

place set up as it should be kept.

Instruct the employee to stop

you and ask questions whenever he does not understand.
B.Demonstrate
(1)

~

Qperation

Go through it slowly, one step at a time.

step, tell lIhat you are doing and lrl:\Y.

As you perform each

Repeat any instructions 'Which

are not understood or which should be emphasized.

c.

Drill Operation
Have the employee perform the operation and explain to you 1Vhy

he does it that way.

:Make any necessar,y corrections.

Watch his werk for some time without actively helping him.
Answer any questions he may lave.

Give him cnticisms and pointers; i f

there are better ways of ding the job, point out changes he should
make next time.

-

E.

Use Reference Materials

.'
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Call the employee's attention to pertinent reference materials,
such as instructions for using machines, precedent materials, and,
procedural manuals.

--------- -

SUPERVISING THE Nl!,"w EMPLOYEE

-

The nature of the supervision which shoul! be given to a new employee
who is learning his job is rather different from ordinary- supervision of
experienced personnel.

The new employee cannot be expected to remember

'everything he has been told in initial job instruction, nor can he possibly
meet all unusual situations which may confront him without further aid; he
should be encouraged to ask his supervisor any questions he may have aa to
purpose or procedure.

From the moment he begins to work, he should assume

gradually' increasing responsibility for correct work, but he will have
greater confidence in taking such responsibility i f he knOWB that any
significant errors he might make at first will be caught by his supervisor.
The supervisor should make clear that at this early learning stage
good work habits and high standards are quite as important as if the employee
were already capable of handling the job alone, even though he is not
ill

expected to produce as much work in a given amount of time as an exper.iericed
employee.

At this stage, the employee cannot be regarded as a producing

unit, although throughout the training period his goal should be to increase
the amount he can do.
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SEcTION IV.

SUGGESTED PROGRAM AND METHODS FOR TRAINING
IN GENERAL BACKGROUND

Recommendations for Training in General
A.

...

Backg~und

Recruits should be given training in general background in groups in

the central office.

Wherever possible, this training should be given from

2 weeks to a month after entrance on duty and stould last about 3 daTB.
B.

Training in general background should have two parts: (1) talks and

discussion about the programs, and (2) survey and demonstration of agency
functions.
C.

Talks on basic aspects of the program should be given to new employees

by the official responsible for the planning and supervision of the induction
training program, or by persons to whom he may delegate this job.

These

talks should be adapted for presentation to clerical. and professional
personnel in separate groupS.

In addition, if slide films or moving pictures

on unemployment compensation or related programs are availab,e it is suggested that they be used to supplement this ,section of the program.
D.

Talks on ptogram should be followed wilerever possible by group discussien
r

It is desirable to supplement talks on program and groups discussions by
the assignment of suitable reading materials, such as agency informational.
releases and the employee handbook.
E.

After the program talks, professional. recruits should be divided into
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two groups according to whether their work is in accounting or benefit
functions.

Each group should be thoroughly grounded in the processes

required for its own function and given a summar,y of the procedures of the
other function.

Clerical recruits should be;..g.iven a briefer summ.a.ry of

agency organization and functions.

Actual demonstratien of operations

to clerical recruits may be omitted if time is limited •

..

F.

Heads of operating sections should discuss and demonstrate the processes

performed in their own sections.

(See section 6313 for methods for

describing work.)
Explanation of Recemmendations for Group Training
Induction training in general background should be given to relatively
large groups of personnel in the central office or some other central point.
In very large agencies, or agencies serving wide geographical areas, it may
be advisable to carry on group training at points other than the central
office or to equip sections of the agency to carry on a program designed
especially for the section's personnel.

The advantages of group presenta-

tion are numerous.
Group trclining is economical and compact; many employees can be taught
the same thing at one time.

.'

The functions and processes of the central

office can' be best presented to a group while they are actually in the
central office.

Experts who could not be made aTai1ab1e for the instruction

of individuals can be brought in to speak to large groups.

Finally, inter-

change of viewpoints and experience among the members of the group stimulates

,
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.'

learning.
Responsibility tor Training in General Background
A.

Over-all Planning
General responsibility tor planning and supervising the program for

training in general background includes:
(1)

•

Developing and presenting discussion materials in the general

background of the social insurance program.
(2)

Requesting _perating heads to prepare and present information

about the functions and problems of the sections which they supervise I
and aiding operating heads in preparing and teaching these materials.

(3)

Reviewing and coordinating prepared materials about agency

functions to avoid repetition.

(4)

Maintaining such controls of the program as are necessary to make

sure that all personnel receive training •

•

(5)

Evaluating the program periodically and recommending necessar,y

changes ih content or in methods of presentation.
(6)

DeVeloping methods of determining whether the training is produc-

ing good performance.
The location of responsibility for over-all planning and supervision
of the induction training program will vary from agency to agency.

If' the
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agency has a training supervisor, he should be in charge of over-ana' planning
of general background training.

In other agencies, it will be necessary

to give this responsibility to the head of personnel or some operating
official such as the chief of benefits.
B.

Instruction in Agency Functions
Heads of operating sections may be charged,.w1th writing up and present-

ing to the personnel being trained the functions and problems of the sections
which they supervise.

Operating heads are

usua1~

more familiar with the

work of their individual sections than the official planning the entire
program; if properly guided, they can do the best job presenting the work
of their sections.
Suggested Schedules and Training Outlines for Group Training
The foliewing subsection contains suggested schedules and topics suit-"..
able for use in group training in the unemployment compensation program
and in the organization of the State agency.

Separate training outlines

should be prepared for presentation to groups of clerical or professional
personnel; these outlines, however, should cover similar topics and need
differ only in" manner of presentation.

The basic outlines used should be

.

'

elaborated or simplified and shortened to suit the abilities of the group
being trained and the time available.
state agencies will wish to adapt and Simplify these schedules and
outlines to suit their laws, procedures, and organization, and to include
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methods of presentation which have proved especially successful;

~

materials, presented below are intended primarily as illustrations.
In planning group training, care should be taken to be sure that

lectures are not too long (not more than lf ;)1'Qprs is suggested).

A large

proportion of the training period should be scheduled for free group
discussion.
Sample Schedule of Group Training
A.

First

~

of Group Training

(1) 9:15-10:45 a.m.
(a)

Introduction of group leader and members by official in

charge of induction training program.
(b)

Short statement welcoming new employees delivered by top

agency administrator, or read for him by group leader.

(0)

-

Talk by group leader on the need for unemployment compensation

and the main features of the program.

(2) 11:00-12:30 p.m •

•

(a)

..'
Talk by group leader on the history of unemployment compen-

sation before the Social Security Act and provisions of the
Social Security Act.
(b)

Talk by group leader on history of unemployment compensation

in the State.

(3)

1:30~3:00

(a)

p.m.

.'
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Talk by group leader on provisions of the State Unemployment

Compensation Law.
(4)

B.

3:15-4:45 p.m.
(a)

Summary by group leader

(b)

Group discussion

Second Day of Group Training
(1)

9:15-10:45 a.m.
(a)

Talk on the organization of the employment security agency

by group leader.
(b)

Talk on the relationship of the USES and its program to

unemployment compensation by group leader.
(2)

11:00 a.m.-12:30 p.m.
(a)

Brief swmnary of talks by group leader

(b)

Explanation of remaining schedule and split of groups by

function for survey of agency by group leader.
(c)

(3)

Discussion

1:30-3:00 p.m. (group splits):

-

(a)

.'
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Benefit-function group surveys central office benefit

processing, led by chief of benefits.
(b)

Accounting-functions group

suv~

cental office accounting

processes, led by chief of contributions.

(4)

3:15-4:45 p.m. (group continues split):

..

Continuation of 3 (a) and (b)
C.

Third 'Day of Group Training
(1)

9:15-10:45 a.m.
(a)

Accounting processing summarized for benefit-functions

group-chief of contributions.
(b)

Benefit processing summarized foraccounting-iUnctions

group-chief of benefits.
(2)

11:00 a.m.-12:30 p.m.
(a)

Local Office activities summarized by head of local office

operations.
(b) Discussion of processing led by chief of benefits, chief of
contributions, and head of local office operations

(3) 1:30-3:00 p.m.

-
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(a)

Summary of topics covered and of high points of lect~e& and

discussion by group leader.
(b)

Discussion

(4) 3:15-4:45 p.m.
(a)

Brief written quiz if desired

(b)

Discussion

Sample Outlines of Lectures ~ Program
A.

First 1)a.y of Group Training
(1)

Need for Unemployment Compensation
(a)

Extent of unemployment

1. Unemployment exists even in "normal ll times: 1922-1929
Average unemployment among industrial workers estimated at

8 per cent (lout of 12).
2. Number of unemployed rises sharply in apression; 1933
estimated per cent of unemployed industrial workers 39.2

"

(1 in 3).

(b)

Main causes of widespread unemployment in urban industrial

society.
1.

Technological advances
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2.

Transi tion to a wage-earning population - occupational

.'

specialization.

3.

Tendency toward monopoly and greater extremes of wealth

and poverty.

4.

Cyclical depression leading especially to increased

unemployment and dependenc,r in old age •

5.

•

Individual causes:

sickness, old age, lack of training

in necessar,y skills, unemployment due to shifting from one
job to another.
(c)

'Need for public methods of compensating unemployment.
1.

Savings out of wages are inadequate.

2.

Contributions from family or charity are uncertain and

inadequate.

3. Employer insurance schemes do not cover all workers and
are not compulsory.

4.

Public insurance covers all workers (within theclasses

for which it is designed) and spreads the risk.
(2)

Main Features of

~

State Unemployment Compensation Program

(a)

Groups which are eligible to receive benefits.

(b)

Amount and dUration of payment.

,
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( c)

Financing of payments.

(d)

How payments are made:

.'
Claims filing in local office, regis-

tration for work, receipt of check, etc.

(3)

History of Unemployment Compensatidn -t3efore Passage of the Social

Securi ty Act, and Provisions of the Social Security Act
(a)

Attempts to deal with unemploymeat before 1935
1.

Legislative proposals
a.

1916 - bill presented to Massachusetts legislature

b.

1921 - bill presented to Wisconsin legislature

c.

1921 - 1922 -- five States considered legislation

but none passed.
d.

1932 - Wisconsin Act.

(i)
(ii)

Total cost borne by employer
Individual reserve fund - concept that employer

could prevent unemployment

(iii)
2.

.

'

When employer reserve exhausted, benefits stop.

Early remedial measures:
National Coordinating Council, American Legion, charity

drives, share-the-work schemes, Federal Emergency Relief
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Administration, Works Progress Administration,

Natio~~

Youth Administration, Civilian Conservation Corps, Townsend
movement, and Ludeen Bill.

3.

State Programs of old-age a.t;Ld other pensions
;,. ti&y

4.

Appointment and report of Committee on Economic Security;

Congress debates report of Committee on Economic Security •

•

(b)

Provisions of the Social Security Act (as amended in 1939)

and Related Acts.
1.

Unemployment Compensation
a.

Tax-offset device

b.

Other financial proVisions

c.

Employers covered under Federal law

d.

Administrative provisions

2.

Old-age and survivors insurance

3.

Titles of theSocial Security Act providing for public

assistance (may be omitted)

4.

Title of Social Security Act concerned with welfare

.'

problems (may be omitted).

5.

Organization of the Social Securi ty Board (describe very

briefly with chief emphasis on organization and functions
of Bureau of Employment Security)
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a.

Bureau of Employment Security (use organization and functional

.,'

charts).
(i)
(ii)
(iii)
(iv)
b.

(4)

(S)

Budget relations to State agency
Legislative aid
Technical aid

.. "'7

Regional office organization

Other parts of the Board

History of State Unemployment Compensation Act
(a)

Sponsor of bill

(b)

Date first bill passed

(c)

Date effective

(d)

Date of first payment of benefits

(e)

Dates of amendment

Provisions of State Unemployment Compensation Act (as of date)
(a)

Coverage

1.

Subject employers

2.

Covered workers

" 3.
(b)

Voluntary coverage

Contributions

1. Employers

2.

State f1ll1d

3.

Reductions by experience rating

4.

Employee

...

".
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(c)

Benefits
1.

Amount - minimum and maximum weekly

2.

Duration

3. Method of computation
(d)

(e)

Eligibility qualifications
1.

Amount of earnings in base per¥>d

2.

Unemployment or partial unemployment

3.

Registration for work

4.

Willingne ss to work

5.

Abili ty to work

6.

Availability for work

Dis qual ification (explain reasons for disqualification andbd
effect)
1.

Voluntary quitting

2.

Misconduct

3. Refusal of suitable work

4.
(f)
B.

Second
(1)

Labor dispute

Appeal provisions

~

of Group Training

Organization of ~ State Agency (distribute organization and
functional charts)
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(a)

Top administrative body

1.

Functions

2.

Composition

(b)

Top executive

(c)

Advisory Counsil

(d)

Administrative functions

....

"-,

1.

Legal

2.

Research and statistics

3.

Public information

4.

Budgetary

5.

Personnel management and training

6. Servicing--stock and supplies, mail control, etc.
( e)

Opaating functions
1.

2.

Contributions
a.

Liability determination

b.

Collection

c.

Delinquency procedures

d.

Recording and banking

e.

Tax computations

Benefit payments
a.

Claims taking

."
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(2)

b.

Central office processing

c.

Adjustments and appeals

Relationship of thj

~

and

!!!! Program

.,'
t:!....Unemplo;yment Com-

pensation
(a)

Brief history of the USES
1.

Purposes

2.

Basic provisions of the Wagner-Peyser Act

1\

(b)

Organization of the State USES

(c)

Functions

(d)

Services performed for the employment security agency

outline for Leading ! discussion
Persons who lead discussions of aspects of the program or of the agencyls function will find it useful to follow these steps in leading discussions:
A.

Make up an agenda.

needed.

Call for questions to find out where discussion is

List problems 'Which groups will discuss.

In some cases, assigned

reading maybe used as the starting point for discussions; in others,
discussion will:' be more useful as a means of clarifying material presented
in talks.
B. Define each problem. Wherever possible, ask members of the group to
formulate the problem.
C.

Use case studies.

Real case histories, based on letters from the public
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to the agency,
D.

m~

be used to illustrate some points.

Develop solutions to the problem.

So far as possible, have members of

the group answer each other's questions.

Bring out pertinent facts and

examples not used in the lectures to aid group in making its conclusions.
;,.

E.

Summarize conclusions of discussion.

...

Write them down in brief form to

be preserved by the group.
F.

Repeat B, C, D, and E for each problem on the agenda.

Problem Situations in Discussion Groups
The leader of the discussion group

m~

in the course of leading dis-

cussions be confronted with a number of difficult situations.

These

situations and same devices to overcome them are listed below:
A.

No one wants to start the discussion.

Summarize discussion to this

point and ask a direct question to start discussion.
B.

The group lacks confidence in its knowledge of the topic; replies are

brief or monosyllabic.

Call for examples and illustrations from members'

experience or cited from lectures.
C.

The di scussion has broken off due to some awkwardness.

Ignore or eover

up the break and use a direct question to start free discussion.
D.

Members of the group are afraid of being corrected by the group or

the leader; the group

m~

break up into small side discussions.

such groups to express their views to the whole group.

Encourage

Gi ve special

,

85
attention to their viewpoints.
E.

.'

Help them develop their statements.

Members of the group hesitate to express their opinions for fear of

reflecting on some other member of the group.

This may be recognized by

some direct comment or by silence on the part of usually talkative members.
Reiterate the impersonal nature of the discussion.
F.

Points are made too fast.

in sequence.
G.

Slow up the discussion by calling on members
1\

Have another member take down others' comments.

Local discussion take place outside the main group.

P~

a compliment

to the interesting nature of the smaller discussion and request that it be
shared with the whole group.
H.

It is difficult to break away fl10m one discussion to set down comments

from other members.

Ask members to hold their comments for a moment.

Jot

down a few words to recall the comment.
I.

A. few members of the group monopolize the discussion.

ward members to talk.
opinions.

Encourage back-

Address direct questions to them, asking for their

Support their statements.
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SECTION V.

PERSONNEL POLICIES

~

PRACTICES

-THE EMPLOYEE HANDBOOK
The essential purpose o:t an employee handbook is to provide in
attractive and easily readable :tarm informatioa'which the employee should
have to enable him to adjust quickly and ef:tectively to the environment

.,
for obtaining the cooperation of the individual employee with the group,
in which he is employed.

In other words, the employee handbook is a tool

thus assuring a smoothly :functioning organization.

This cooperation is

secured by giving the employee:
(1)

An understanding o:t the agency's objectives

(2)

An understanding o:t his personal duties

(3)

An understanding of the functions of his fellow workers

(4)

Confidence in the ability and desire of the agency's leaders to direct
the organization toward accomplishing its objectives

(5)

Confidence that he is adequately compensated for the efforts he extends.
Much of the information on which these factors of adjustment are based

is furnished to the recruit during the regular induction training period;
however, it is valuable to draw together in one compact and permanent

"

document materials on basic aspects o:t the agency's program, organizatiop,
relation to the public, and personnel policies.
An effective employee handbook serves both the purpose of initial

adjustment to the 'WOrking environment and periodic adjustment during the
employment relationship.

New employees retain only a portion of the material
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presented to them orally during the induction training course.

.'

If a hand-

book containing sUJJDDa.ries of basic background material is provided for
the permanent use of employees, they may review some parts of the contents
of the course which they did not completely grasp.

By

relying on the hand-

book as a supplement, the period required for .Uective group induction
training may also be shortened. Both old and new employees need a per-

.

manent source of inf'ormation about the agency, since many questions about
daily 1I'Ork arise long after the completion of induction training. Finally,
the employee who has worked for the agency for some time needs to be reminded of the essential facts concerning his employment relationship and
functions as a member of the group; in this way his viewpoint and understanding may be refreshed and temporary influences which might distract his
active cooperation may be offset.
CONTENTS OF EMPLOYEE HANDBOOK t

An employee handbook which is

tocontribu~e

materially to the factors

of employee cooperation listed above should include a number of special
featurest
A.

Foreword
The handbook should contain a foreword over the signature of the
agency's top administrator.

This introductory statement is partiCulArly

well suited to expressing the interest of the top administrator in the
program, the execution of the program, and the people 1Vho help exeoute
it.

The foreword should also include a word of welcome to new employees
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.'

and a concise statement as to the usefulness of the handbook to old
employees.
B.

Table of Contents
----In order to make the handbook as use9..l as possible to both new
and old employees, the handbook should include a table of contents
showing its major topics.

Such a table enables the employee to deter-

..

mine quickly whether the handbook contains an answer to his particular
question.
C.

Illustrations, Tables, and Charts
We suggest that frew use of charts, tables, and illustrations be
made wherever such material will logically supplement and clarify
wri tten statements.

Gr~hic

material is particularly well suited to

presenting statistics on agency work load, agency organizational units,
and agency functions.

All tables, charts, and illustrations Should be

...

identified and listed in the table of contents for easy reference.
D.

Section on State Government
The handbook may include a brief section on State government showin
the relationship of the employment security agency to other parts
the State government.

This section will contribute to the employee's

understanding of the agency's role in the community.
for these sections would be:
(1)

~f

History of State Government

Suitable topics
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There should be a brief, but comprehensive histor,y .f the
government of the State.

This history should trace the adminis-

trative evolution of the principal agencies, citing the essential
factors contributing to the development of the State government
to its present size and form.
(2)

Description..-£f State Organizational Structure

•

The historical record should be followed by a concise description of the organizational structure of the State government
defining its functions, responsibilities, and authority.
(3)

Directo;y of Principal State Government Units
Following the description of organizational structure, there
should be a director,y of all departmmts and agenCies of theState
government and of their principal subdivisions.

Such a directory

should describe the principal purposes and functions of each
department,

agen~

and subdivision, and the organizational

structure.

It should al so list the names and title s of the

principal administrative heads in each department, agency and
subQ:i vision.

E.

Agency Personnel Policies
A

As a principle section immediately following the section on State

government should appear a statement of personnel policies of the
agency.

This section should contain a full statement of all policies

governing personnel administration in the State agency.

A brief listing
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of personnel classifications and salary rates effective within .the agency should be presented, together with a general description of the
qualifications for each major personnel group--such as accounting staff,
interview.i.ng staff, and stenographic staff.

The purpose of this listing

is to inform the employee of the possibili~es for advancement, and
thereqy to stimulate his interest in increasing his skills.

Facilities

and benefits available through the State government to employees of
1\

the State should be described.

This should cover the retirement insur-

ance, sick leave, vacation, efficiency rating, political activity,
handling of grievances, and garnishment policies.

This section might

also include a brief description of the reports and publications issued
by the agency and of its library facilities.
F.

Agency Personnel Regulations
The statement of personnel policies should be followed by a clear
statement of all rules and regulations governing personnel administration and employee conduct in the agency.

If there are specific

penalties for the violation of any such rule or regulation, these
penalties should be stated together with the conditions under which
they are invoked.

This section should cover such regulations as those

pertaining to overtime, travel, building and property, etc.
G.

Section of State Agency
The main body of the employee handbook should c ansist of a section
treating the state employment security agency.

This section should be
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as compactly written as possible so that it may be a permanent
basic facts about the ,historical background of the program,

.'

of the State law, and the organization and functions of the State agency
H.

Index
.....7

The inclusion of an alphabetical subject index will make the handbook a more effective reference tool.
SUGGESTED OUTLINE FOR AN EMPLOYEE HANDBOOK
A.

Foreword

B.

Table of Contents

C.

Section on State Government

D.

(1)

History of State government

(2)

Description of State Organizational structure (chart)

(a)

Directory of principal State governmental units

Agency Personnel Policies
(1)

Personnel selection - recruitment and examination program

(2)

Classification and compensation plan
Titles of all classified positions within the agency

(b)

Description of duties, responsibilities, and general require"ments

(3)

,

(a)

(c)

Salary schedules

(d)

Salary policy

(e)

Merit increases

In-Service Program
(a)

Promotion policy

.'
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(b)

Training policy

(c) Working hours and overtime policy
(d)

Holidays and holiday policies

(e)

Service rating policy

(f)

Leave policy

....

(g) .Work simplification policy
(h)

Grievance policy

(i)

Supplemental benefits and facilities

( j)

Employee retirement plan

(k)

Credi't-union

(1)

Group insurance plan

em)

Hospitalization

en)

Medical service

(0)

Legal service

(p)

Rest and recreation facilities

(r)

Employee counselling

•

( s) Miscellaneous
E.

Agency Personnel Regulations

(I) Attendance
(2)

Political Activity

(3)

Safety

"

(4) Smoking
(5)

Selling and soliciting

s..6)

Personal phone calls and visits

(7)

State guard, civilian defense, and jury duty

,
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(8)

General conduct and appearance

(9)

Pay-roll deduction

(10)
F.

G.

Miscellaneous,

Section on State Agency
(1)

History and development of the

(2)

Major functions of the State agency

(3)

Brief analysis of the law

(4)

Description of the organization of the agency (chart)

(5)

Location of Local Offices

Sta~~rogram

.,

Index

(Note: We suggest that the employee handbook be a loose-leaf type booklet.
This will facilitate revision of those sections which are subject to continual change.)

....
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SECTION VI.

TRAINING FOR EFFICIENCY AND PROMOTION
JOB ROTATION TRAINING

Definition of Job Rotation Training:
A job rotation training program consists. ~ transferring employees
temporarily to jobs related to their regular "WOrk, and supervising their
work on the new job closely to give them brief and intensive training in
the actual performance of the new job.

•

Advantages of Job Rotation Training
A.

Merit of Job Rotation Training

~ ~

Training Device.

A fundamental training principle is that guided experience is the best
teacher.

More can be learned about a job in a short period during which the

trainee actually perfom.s the 'WOrk himself than in a longer period during
which he is only furnished descriptive materials about it.
B.

-

Usefuhess of Job Rotation Training to the Agency
In states 'Where job rotation training programs have been put into

effect, the following results have been observed:
(1)

Performance on the trainee's original job improves after job.

rotation training.

The knowledge of related jobs gained from temporary

assignments results in better understanding of the requirEm ents of the
trainee's own job and its relation to other jobs.
(2)

Personnel trained in secondary jobs may be shifted to meet tem-
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.'

porary fluctuations in agency work load.
(3)

A pool of partially trained personnel is created which may be

drawn upon for upgrading when the wone load increases to a nonnal level
The probable post-war shortage of personnel outside the organization
sui table for recruitment and training ~s it necessary to equip
personnel already on the payroll to handle jobs requiring more skill.

.,

Temporary assignment to other jobs serves as a method of discovering
personnel 'Who might otherwise go unnoticed and who might be good
material for higher grade jobs.
Thoroughness of JobRotation Training
Employees receiving job rotation training should be given the same basi
instruction with respect to the new job that they would get as new employees
regularly assigned to the job.

It would not be worth-while to institute a

-

job rotation training program unless the results obtained caused a substantial improvement in current performance, and gave trajnees enough skill in

their secondaIY jobs so that they might be used with some confidence on the
second job in case of a heavy temporar,v work load or pennanent organization
shifts.
It is not anticipated that a job rotation training program will turn

•

out personnel equal in every way to those qualified by long experience-'on
the job.

However, the rudiments of many operating jobs in unemployment

compensation

~ay

be learned in a relatively short period of practical

training.
The length of training will var,y from job to job.

We suggest that at
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the beginning of the program, personnel exchange be lind. ted to periods of
one or two weeks.

After same experimentation, the length of job rotation

training periods may be increased if special jobs appear to require longer
instruction.

The objective should be to provide the trainee with a usable

secondary skill.
Job rotation training instruction should be given by the immediate
supervisor of the temporarily assigned job.

His responsibility is to give

•

the trainee instruction equal in thoroughness to that he would give to a
new employee regularly assigned to him.
Selection of Personnel for JobRotation Training
Selection of personnel for job rotation training should be made on the
basis both of the jobs involved and the personal qualifications of prospective trainees.

A.

-

Sui table Training Jobs
A job rotation training program will be most effective ifeexchanges

are made between jobs involving related skills or between jobs which have
a functional rela tioBship.

The program may well be introduced on an experi-

mental basis so that job rotation is confined at first to changes entirely

"
'Within either the central or the local office, later expanding to central
office-local office interchange.

Alternatively, the program

m~

be limited

at first to shifts involving only claims-taking personnel, later expanding
the program to include other employees.

The following combinations are

suggested only as examples; many other compinations are possible:
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(1)

Local office claims-takers -- local office adjustment desk;

(2)

Local office claims-takers (large office) -- local office claims

.,'

takers (smali office);
(3)

Claims examdDers -- field auditors (especially in coverage or

fraud cases);

(4) Local office claims examiners -- central office adjustment unit;

~.

(5)

Local office claims takers -- central office adjustment unit;

(6)

Field auditors -- central office

Personal

adjust~t

unit.

~lifications

In selecting individuals for job rotation assignments, the following
~actors

(1)

whould be considered:
Previous job training of the candidate lIhich might facilitate

his learning the new job;
(2)

Natural abilities which might enable him to adapt himself to the

new job;
(3)

Low current work load in the candidate's

(4)

Jobs for lIhich more trained personnel 'Will be needed.

01rD

job or in his unit;

Recommendations on the basis of the first two factors should be made bY'
lmmediate supervisors to a group of supervisors lIho will make final selec-

"

~ions

'With all four factors in mind.

?reparation!2! Giving Job Rotation Training.
The immediate supervisor who is to instruct the job rotation trainee

mlSt know what he intends to teach before the trainee is assigned to him.

.
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In preparing to teach the elements of a job, the supervisor should.knovr
exactly what the job consists of:

what its major compenent operations are,

and the details of these operations.

The best way of lmow-ing the content

of the job is to prepare a detailed job breakdown:
(1)

List the major operations of the jo1,:-

(2)

Under each operation, list all the detailed steps.

(a)

List details in sequence.

(b)

Describe details exactly as they are performed on the job.

•

The list should be based ei ther on the superviso r' s
personal knowledge or on his observation of tlj.e
as it is actually paformed by someone else.

job

In no

case is it safe to rely solely on descriptions i..n
procedure manuals.

(3)

Indicate where the 'WOrk comes from and whe.re it goes after the

trainee has worked on it, with emphasis on the parts of the 1VOIk vbiclP
affect that of other people.

(4)

Opposite each detail, note any supplies, forms or equipment which

may be involved.

(5)

Opposite each detail, note any tricks of the trade which might not

" by observation alone and which Slould be ex:plained.
be grasped

. •.

Teaching the Job to the Trainee
The following method for presenting the new job is di..rect and economic
A.

Put the trainee at ease and get his interest.
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(1)

Describe briefly the purpose and functions of the sectioll.

(2)

Describe the duties of the assigned. position, emphasizLng their

relationship to the trainee's permanent position.
B.

Present one operation of the assigned

at a tine.

(1)

Using the job breakdown, describe processing and work flow.

(2)

Demonstrate how job is done, process~g a real or hypothetical

case.
C.

p~~tion

Explain the details of any forms involved.

Have trainee try the operation which is being taught.
(1)

Have trainee perform operation and repeat his instructions;

criticize where
(2)

necessa~.

Have trainee work with incumbent until he has some practice

background.
D.

Repeat steps B and C for each operation c.omposing the job.

E.

Let trainee take over the assigned position.
(1)

....

Allow trainee to perform on his own for the ltf1!Ilainder of the

training period.
(2)

Supervise trainee closely throughout the training period.

•.

Continued Supervision During Job Rotation Training Period
The job rotation training assignment will prove most profi table i f the
trainee's attention is directed to interesting or unusual cases and if
special efforts are made to explain the purpose behind his work and his
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working methods.

The supervisor must not regard the trainee merely a!' an

extra pair ot hands but should try to give him a well-rounded and represen-

tative experience on the job.

The success ot the training cannot be judged

solely by the quantity 01 production.

Some

re£~ence

material, such as

sections ot the procedural manual pertaining to the job, may be use:ful.

In general, however, the emplasis should be on learning by "doing" rather

than through reading.
Necessary Records
Two kinds ot recorda ull be usetul in carrying out a job

rot~tion

training program:

l.

~

Description Cards

Job description cards will show the number of' personnel fitted tor any
given job in the organization, and will help in selecting areas in which

more personnel should be trained.

The card should show necessary qualitica-

tiona for each job, machines involved, length ot normal training period,

names of employees who 18. ve had job rotation training on this job, and dates

of such training.

B.

Employee Training Inventory Cards
Employee training inventory cards ull be part of the personal record

of each employee.

Used:i.n conjunction with job description cards, they will
(

help determine which individuals should be trained for permanent shifts in
position.

These cards should be set up separattly tor each employee and
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should show names, permanent position, other jobs he has held permaneJrtily,
beginning and ending dates of such jobs, jobs for which he has been partially
trained through job rotation, dates of such training, evaluat:ion of his
performance by his job rotation training supervisor, and any evidence of
additional skills such as civil service ratings" ~ academic credits.

•

